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Fitness Reporting in the CIA
1947-69

I. The Beginnings, 1947-52

"Phey say best men are molded out of faults,
And, for the most, become much more the better
For being a little bad." William Shakespeare
Measure for Measure, Act V, Scene 1.

A system for evaluating individual performance in the CIA was
found to be necessary for reasons applicable to any large organization,
although for a period in the early 1950's, the Agency did without &
central reporting system. At issue was the Performance Rating Act
of 1950 and the question of whether or not it applied to the Agency.
There were those who felt it best not to raise the issue of the
Director's special personnel authority under Section 102c of the
National Security Act of 1947 in the context of the 1950 Act. After
some temporizing, the decision was made to avoid that basic issue by
pressing for an amendment to the Performance Rating Act specifically
exempting the CIA. The amendment was passed by the Congress in Decenmber
1953 leaving the field open for the development of a rating system to

suit the needs of the Agency.

Approved For Release ZOOOIOGIOQEE%-RDP90-00708R000200100001-6
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Beginning in 1947, two forms of fitness reports had been in use.
The evaluation of Headquarters employees was recorded on Civil Service
Commission Form 51, "Report of Efficiency Rating," and the Agency had
made minor revisions in this form and used it to evaluate field per-
sonnel under the title of CIA Form 51-53, "Status and Efficiency
Report" (see Apﬁendix A). The use of Form 51-53 was not ended in some

overseas areas until December l95h.

II. Personnel Evalustion Report, 1952-54

With most of the impetus coming from the Career Program,* the
Office of Training and the Office of Personnel jointly began the
research and staff work which was to lead to the Agency's first system
which was built around the Personnel Evdluation Report (PER). The
first steps in the inauguration of the Personnel Evaluation Program
were taken with the issuance of_
on 1 August 1952 (see Appendix B). '

The uses of the PER as stated in the Notice included:

(1) Identifying each person's aptitudes, knowledge,
skills, and interests;

(2) promoting discussions between supervisors and
those supervised concerning work performance and
career development;

* The policy framework and much of the early staff work on the PER came
out of a sub-committee on Employee Rating of the original Career Service

25X1A

Committee, which was composed of representatives from the various operating

components as well as personnel and training.

-2 -
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(3) increasing the efficiency of the person by
spotting and correcting his specific problems and
deficiencies and helping him develop desirable traits;

(L) serving as a basis for individual plans for
career development;

(5) identifying outstanding service;

(6) identifying individuals who failed to perform
as effective members of the organization; and

(7) identifying the need for training, reassign-
ment, rotation, promotion, demotion, separation,
and other formal personnel actions.

The PER was an uncomplicated form deliberately non-statistical
and unstructured, in contrast to the field Status and Efficiency Report
in use overseas. The PER was established as one means of developing
a satisfactory working relationship between the individual and his
supervisor. This relationship was expressed in terms of the require-
ments of the individual's current position and his potential for long-
range service with the Agency. It was not a performance rating or an
efficiency rating in the sense that the individual was to be compared
with others on the basis of a predetermined adjectival or numerical
scale. Infroduced in November of 1952, the Personnel Evaluation Report

_was overtaken within two years l/* by & highly structured form which

was its very antithesis, the change made necessary by the increasing

need of the Career Program for comparisons and rankings of one individual

against another.

¥ TFor serially numbered source references, see Appendix K.

-3 -
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TIT. Career Selection Report, March - May 1954

At the instigation of the Career Service Board, a special task
force was appointed in February 195k g/ to review a Career Selection
Report (CSR) developed by the psychologists in OTR under the leader=-
éhip of NG T:c rurrose of the new form was somewhat
different from that of the PER. The CSR was designed to accomplish
an analysis of the individual's characteristics, gtrengths, and
wealnesses, in such a way that detailed comparison with other employees
could be made to determine who should and who should not enter the
Career Staff. The report was to be applied to an employee only during
his probationary period and was not to be shown to the individual being
rated. TIts circulation was to be very carefully controlled at the
career board or panel level. A highly structured form, the CSR met
with opposition from the time it was first shown to the Career Board
in the spring of 1954. §/ The complicated nature of thé report drew
complaints. According to the Board, a professional psychologist would
have been needed to interpret the data. Furthermore, the Board felt
that the report would serve only a limited purpose since it was to bhe
applied to employees only during the provisional period; and, since it
was restricted to the Career Board level, it lacked any significance in
the supervisory-employee relationship. E/ As a result, the CSR had a
very short life. It did, however, represent an important step in the

search for a proper instrument to appraise and record individual

-4 -
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performance and potential, and led directly to the next development,

the fitness report, Agency Form 37-189 dated 1 May 1954 (see Appendix C).

TV, TFitness Report, Agency Form 37-189, 1954-56

A major objection to the CSR involved the complaint that it
presented a bewildering array of factors, boxes, and scales with no
opportunity given for a nerrative description of the employee's duties,
performance, and qualifications. When essentially the same form was
igssued as the first fitness report, the major change was the addition
of s section wherein the rating officer could offer his narrative
comments and make recommendations as to the training and future assign-
ment of the individual. Another added feature was the option of showing
or not showing the report to the individual although the supervisors,
"py frequent discussions of his work, should let the employee know where
he stands." In contrast to its predecessor, the fitness report was to
be used for a multiplicity of purposes and-applied to every individual

in the Agency, both in the field and at Headquarters. [N 25X1A

-5 -
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I 5o ted 21 September 1954 (see Appendix C) stated the responsi-

bilities and procedures for preparing the fitness report, the
frequency and occasions for filing the report, and the steps to be
taken when the rater believed the employee's performance to be unsatis-

factory..

V. , The Two-Part Form, 1956-58

Research on fitness reporting continued into the late 1950's.
Beginning in 1954, the Assessment and Evaluation Staff* under the
1eadership of I provided the professional 'expertise' at
the direction of the Career Council. By January 1955 NI
had developed a form that he considered worthy of "trial balloon"
status. This was & modification of Form 37-189 and was circulated to
approximately 1,500 supervisory personnel. The reception was not good;
in fact,‘only 173 of the questionnaires were ever completed due to the

complicated nature of the appraisal form. The Career Council at its

eleventh meeting in July 1955 appointed a Task Force consisting of

% The A & E Staff was the lineal decendant of the 0SS Assessment
Staff and had been transferred from the 0S0 to the new Training
Division in 1951 along with operational training. There was also

at this time (1954) & small E.O.D. Test unit administering clerical
and professional test batteries to new employees. This unit
shuttled back and forth between OTR and OP but was eventually placed
in OTR. In any event, it played no part in the development of the
fitness report.

i

-6 -
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|

the fitness reporting system. Several items were of particular interest
to the council. They were the use of mémoranda for super grades, the
use of a shortened form for reassignment and special reports, and the
placing of greater emphasis on performance with less emphasis on in-
tangible personality information. 2/ The result was a new fitness
report, Form 45, a two-part form designed to perform meny tasks. Part
T dealt with performance and was pointed mainly towards tasks per-
formed. It was intended to serve for reassignment and special reports.
Part IT was more confidential in nature and contained management-type
material on the individual's potential and priviléged information for
operating officials and the career boards. It was nqt to be shown to
the individual.

This proposal was favorably recelived é/ and the new form was
launched in January 1956 (see Appendix D). In the interim, controversy
arose over the 'show or 'mo show' issue which was finally resolved by
leaving the matter optional. Tnstructions to the supervisor read as
follows:

This report is designed to help you express your
evaluation of your subordinates and to transmit
this evaluation to your supervisor and senior
officials. Orgenization policy requires that

you inform your subordinate where he stands with
you.

, -7 -
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The Director also "got into the act" at this point by requesting
that the new fitness report be modified to include the question, "Has
the need for the job which your employee has been performing, changed
during the period under review?" 7/ The DCI's question illustrated
the difficulty of trying to make the fitness report serve all purposes
for all people. In his response to the question, Matt Baird, Director
of Training, had this to say in a Memorandum dated 3 November 1955 to
the Chairman of the Career Council: §/

The Fitness Report pertains totally and
exclusively to the performance of the individual on
the job to which he is assigned. If at the time he
is completing the Fitness Report, the supervisor's
thinking is contaminated with considerations per-
taining to the need for the job, both aspects will
suffer. Past experience with Fitness Reporting has
indicated objectivity and fairness of reporting are
difficult even under the most ideal circumstances.
To introduce deliberately a consideration of this
sort would probably give inaccurate information on
the need for current jobs and tend also to obscure
the individual's actual performance record. If the
job were marginal, the supervisors might be induced
to protect the man by inflating his performance.

On the other hand, if the performance were marginal,
the supervisor might be more induced to declare the
job unnecessary. The interaction of these factors
is obviously complex and subject to many unknown
hazards ¥

% A similar interaction was to arise in connection with recommendations
for promotion in fitness reports, which eventually made it necessary
to ban such recommendations.

-8 -
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o
With this issue laid to rest, a number of steps were taken to
- launch the new fitness report Torm. A briefing session was conducted
] 25X1A by_ for the senior operating officers. In addition
, - training sessions were held in January for senior administrative and
‘ - personnel officers throughout the Agency. _ and 25X1A
% 25X1A I ¢ ficld counterparts were published on 31 January
' - 1956. Policies were included which permitted a memorandum of evaluation
- in lieu of fitness reports for supergrades and a better definition of .
} - the role of the reviewing official. The fitness report Form 45 was a
\_ ﬁ complicated document. There were still no adjectival ratings, but there
was a six-point scale for rating performance evaluation, a seven-point
- . scale for rating specific duties, and a five-point scale for rating
suitability--distinctions which were hard for the supervisor to make.
| - Thus the complaints continued and so did the experimentation. The Per-
- sonnel Office was not directly involved in this effort, although 1t
_ entered the playing field more strongly with the naming of_ 25X1A
- as Deputy Director of Persomnel in 1955. B s determined to do 25X1A |
what he could to make the fitness repprt an instrument of Career Manage-
| - ment rather than a means of psychological research. _9/ Following the
| _ appointment of Gordon Stewart as Director of Personnel in January 1957,
y his office assumed the guiding role in the fitness report system and the
;- psychologists became the advisors.*
- * This turn of events was alded by the resignation of | NN 25X1A
in 1959.
-

| ' -9-
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VI. TFurther Experimentation, 1956-57

At the meeting of the Career Council held on 17 May 1956, the
concept of & "superior and inferior suitability watch list" based on
the fitness report ratings was discussed. The Director of Personnel
was to be the watch stander. The idea was a'good one in theory but
proved to be unworkable in practice. The difficulty was one of
communication. At the top levels of the Agency, the concept was that
the fitness reporting system should be the primary instrument for
ridding the Agency of "mediocrity." '"Mediocrity" to top management
meant inferior or below CIA standards for the grade, whatever they
may have been. To the supervisors, on the other hand, who had the
deily interface with the employees, "mediocrity" meant "average" and
"unsatisfactory" meant that the individual's performsnce was serious
enough to warrant his dismissal. This communication gap was never
bridged.* Instead the experimentation with the fitnéss report form
went on and on. |

on 10 January 1957 G rresented a Form 45 which repre-

gented a complete revision of‘Part II, dealing with supervisory potential.

% Top management was inclined to attribute its difficulties to the
1lack of backbone on the part of the line supervisors, who would not
face up to their subordinates and tell them where they stood. Super-
visors were inexperienced, but mostly they saw the individuals in the
context of a relatively small group of people with whom they had to
1ive and from whom they had to get production. These same people seen
from the vantage point of the total group loocked very different.

' - 10 -
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At the Council's airection | GG vith the assistance of the
Task Force on Fitness Reporting, then undertook a comprehensive study
of the entire fitness reporting system and of the form necessary to
implement it. The group was to start fresh and to ask basic questions
involving not only the form 1tself but also the evaluation gystem per
se. Results were fo be submitted to the council in the fall of 1957.
A pilot run of the new Form 45 extended this date to Januvary 1958.
During this research period, a revised Form 45, still in two parts,
Performsnce and Potential, was given to 30 people--ten from each
directorate--who were asked to complete the form for two employees
under their jurisdiction. Along the line, the fitness report form had
been considerably reduced in bulk. It was now & two-page form, one
page of instructions end one of evaluation, but it was still in two
parts. The test was not favorsble., Gordon Stewart, Director of Per-
somel in January 1957, and a member of the Fitness Report Task Force
from the beginning, felt that a still more simplified form was necessary
and that the two-part form was too cumbersome to be successfu}? Many
supervisors were opposed to the form and to the policy whereby Part T
wa.s shown to the individual being rated while Part II was not.

"The conscientious supervisor was in & schizoid climate. All too

often a positive face would appear on Part I and a negative one on

Part II."+ 11/

- 11 -
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T+ was the consensus of numerous operating and administrative officials
that the information recorded on Part II, Potential, ﬁever really served
to identify employees who were intellectually outstanding or those
individuals who had the leadership qualities, force, and potential for
executive development. These sentiments were universal enough to cause
the sbandonment of the two-part fitness report in the Agency 1n 1958 and

the termination of the attempt to appraise "potential” in the report.

VII. A Simplified Form k45, 1958-62

After three different forms in five years, & format was developed
which prevailed with minor changes until 1962. The new approach rec-
ognized the controversial nature of fitness reporting, there being almost
as many opinions about it in the Agency as there were people. What a
majority wanted and how the majority were using the fitness reports be-
came the basis for the simplified form presented to the Career Council
in January 1958. In the process of sampling and testing, the form had
been reduced to one page. It now placed emphasis on the evaluation of
the employee's performance in his current position. It emphasized

narrative evaluation, including justification for relatively high or low

-ratings. Comment on potential was left to the discretion of the rating

officer. The old "show" or "no show" argument was ended. This report
required certificaﬁion by the employee that he had seen the report. The

option to evaluate in memorandum form was substituted for Form 45 for

- 12 =
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employees in grades as-14 and above. In reference to the psychologists,
a seven-point scale was applied to the section entitled "Evaluation of
Specific Duties," a six-point scale to "Evaluation of Overall Performance,"
and & five-point scale to "Description of the Employee." _ 25X1A
felt that the multi-scale arrangement would force the supervisor to.
give more thought to ratings rather than automatically rating an individ-
ual three (acceptable) or four (competent) all down the line. 12/

Gordon Stewart, who at this point was Director of Persounel as
well as Chairman of the Council, obtained rapid approval of the
gimplified Form 45 and the new form was made available to supervisors
in November of 1958 (see Appendix E). The system was put into effect
officially in January of 1959. The Career Coumncil, which convened one
month later on 5 February 1959, formally termiﬁated any further review
by the Office of Training of the fitness report system and placed the
responsibility for implementing the system with the Office of Personnel

where it has remained ever since (1971).

VIIT. Fitness Reporting, Control, and Monitoring

The maintenance of fitness reports records on a current basis was
an impossibility during the period of frequent changes to the system.
The ink was hardly dry on one form before snother came along. Dis-
satisfection with the complicated forms in use up to 1958 contributed
to the foot dragging. It was not until after the 1958 revision that

coverage was improved, and even then the Personnel Office had to set up

- 13 -
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s manual follow-up system and furnish information on delingquent reports
to operating officials in an endeavor to spur them to accomplish 100-
percent coverage. Fxtensive use of the reports by the Selection Staff
for entry into the Career Staff and by boards and panels for selecting
personnel for assignment, for competitive promotion, and for training
aided in the process of obtaining coverage.

The record was greatly improved in 1962 when the DDCI (General
Mershall §. Carter) stepped into the picture and put his weight behind
s drive to clear up the delinquent fitness report situation. l;/ Also,
in 1962, a computer-based fitness report control was established, which
assisted in resolving the problem. Supervisors were presented by
"personnel” with an advance listing, which then served to notify of any
delinquency after the due date had been passed.

As to monitoring, the Office of Personnel set up a watch list
procedure aimed at following up on actions taken in the instance of
adverse reports and at improving uniformity of ratings, but in the main
nothing came of this effort. Rating disparities grew between offices
and divisions. For a ‘time FE Division found it necessary to stamp its
fitness reports, which it felt were very congervative ratings, to this
effect so that they would not be misconstrued as a low or bad report
when compared with fhose of other divisions. l&/ The Office of Commu-

nications went through a mass devaluation of ratings and regarded it

- 14 -
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as necessary to point out this fact by stamping its fitness reports,
"prepared in accordance with the new standards issued by the Director
of Communications." _2/ The reports also proved to be controversial

in determining nominations for individuals for selection out and in
ranking personnel on relative retention lists for surplus categories

in the '70l' exercise of 1959-60. Management annoyance grew over the
inflation of ratings¥* and the dissimilarity between the good ratings
given marginal employees by their immediate supervisors and the adverse

action top management was being asked to take on the same individuals. ;é/

TX. 1961 Evaluation of Reporting System

The Career Council on 25 May 1961 responded to management's
dissatisfaction by requesting the Director of Personnel to make a study
of the fitness report system with emphasis on standards and variations
therefrom. The OP study, presented to the Career Council on o January
1962, was a thorough, professional job (see Appendix F); Tabulations
showing the distribution of the various rating scales were derived from

an analysis of more than 10,000 reports and the examination in depth of

% Colonel White, at that time the DDS, never could understand how the
great majority could be gbove average. It was a contradiction in terms.
The DCI, at that time Mr. Dulles, who might understandably have had a
pathological view of the organization since only terminal cases reached
him, asked in connection with the 701 Program, "Has anybody gone back

to the supervisors and asked them why they gave their people good ratings?"

- 15 -
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300. The circumstances taken into consideration by the study group in
developing its proposal for revising the Fitness Reporting Program were

classic.

Difficulty in stating, understanding and
interpreting rating standards is not limited to CIA
but has long existed in other agencies, the military
services and in private organizations. Despite con-
stant efforts to achieve valid rating programs, no
one system has yet emerged as conspicuously successful.
Our current fitness report is generally regarded as
superior to or at least as good as any previously used.

In CIA, it is difficult to provide adequate
recognition for individuals who perform well. The
Fitness Report thus serves an important purpose of
recognizing on the record good or exceptional achieve=-
ment and performance. The trend, understandably, has
been to take a liberal approach in the interest of
management-employee relations. This approach has been
justified particularly for small overseas units where
close and harmonious supervisor-employee association
is imperative to successful operation.

Most Agency assignments do not lend themselves
to precise definition and description nor to the
establishment of formal standards of performance.
Characteristically, our system has long recognized
that the capabilities of the individual influence
what his position, its requirements, and frequently,
the grade level will be. Thus, the individual and
the job are more nearly synonymous in CIA than in
most organizations, e fact which complicates the
use of job requirements as a standard for measuring
effectiveness of performance.

Perplexing problems have arisen when Career
Service officials have sought to take adverse action
against an employee frankly acknowledged to be sub=-
standard but whose Fitness Report faithfully docu-
ments his performance and capability over the years
as consistently distinguished.

- 16 -
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In recognition of the need for improving
existing employee evaluation practices, several of
our Career Service heads and operating officlals
have made and are making genuine and aggressive
efforts to obtain realistic ratings. Some successes
have been achieved, but a unified, Agency-wide effort
in this respect has not been undertaken.

The group in its brief found the fitness reporting system to be
generally satisfactory. Tt did raise questions and point to conclusions

which were summarized as follows:

The use of three separate rating scales of
five, six, and seven degrees makes it difficult for
a supervisor to apply standards clearly and uniformly
to the three separate rating categories used in the
report.

Tn the use of Fitness Reports for personnel
management purposes, & difficulty, similar to that
above, exists causing management officlals to focus
on the rating for Overall Performance, and the
narrative statement in their interpretation of a
Fitness Report.

Tnsomuch as the performance of nearly all
Agency personnel clearly or greatly exceeds the
requirements of their positions, are our people
overqualified for the work? Or, are our standards
of performance established too low? Or, is the
terminology used for our rating stendards confusing
and unclear? (We have long maintained that our
gqualifications standards are high and the require-
ments of most of our work difficult and demanding.)

Reviewing officials may be encouraging un-
realistic rating practices by their failure to play
an active role in the application of rating standards
or to contribute to the evaluation of the individual.

Rating officials may be inadequately trained in

the important supervisory function of employee
evaluation and fitness reporting.

- 17 -
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X. The 1962 Revision of Form 45 and of the Fitness Reporting System

The January 1962 report of the Office of Personnel and the Council
deliberations thereon were reflected in the 1962 revision, which still
further simplified Form 45 (see Appendix F) by eliminating the three
different scales. The form now provided for rating both "gpecific
duties" and "overall performance" on a five-point scale with adjectives
describing each level (weak, adequate, proficient, strong, and outstanding) .
The intervals on the scale were not even. Only one rating was aséigned
to less than satisfactory performance, but four levels were provided
for discriminating among degrees from satisfactory (adequate) to out-
standing. The section dealing with evaluation of "personal characteristics"
was eliminated and "factors for this evaluation" were transferred to
the instructions with the suggestion that they be'handled by comment in
the narrative section of the report. The role of the reviewing official
was strengthened and additional space was provided for narrative comments
by the reviewer. He could no longer merely check a box. Instructions
were given on a new rating factor which provided for comments on
managerial and supervisory responsibilities and abilities. Provision was
also made on the fitness repqrt and in the instructions for the individ-
ual who was being rated to indicate that he was attaching a memorandum

regarding his rating should he so desire.

- 18 -
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XI. The 1969 Revision of Form 45

The 1962 form and instructions lasted for seven years, during
which time the coveraée, quality, content, and usefulness of the
reports improved considerably. The five-point scale proved to be uni-
versally understood, as shown by the following 1968 rating distribution
by the career service.*

Over-all Performance in Current Duties

Percent
Qut=~ Pro- Ade-~
standing (0) Strong (8) ficient (P) guate (A) Weak (W)
DCI Group ‘ 23.4 48,2 ol ,3 3.6 0.5
]
DDP Group 7.2 66.6 2h .7 1.4 0.1
]
IDS Group 7.0 63.5 27.8 1.6 - 0.1
DDI Group 6.7 64.0 27.8 1.4 0.1
I : '
DDS&T Group 9.3 60.4 - 28.7 1.6 0.0
] |

At least, each major Directorate inflated its ratings uniformly.

¥ The table also may reflect the tendency to give "G plus" people a
"B" mark, or to translate it into Agency terms, the "P plus" people were
being marked in the "8" grade on the factor of "Overall Performance."”

-19 -
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Suggestions and recommendations for change were as frequent as
ever, but these were resisted successfully until June 1968 when the
Deputy Director for Plans (DDP) sent a memorandum to the Director of
Personnel which required acknowledgement. The DDP proposed among
other things that a three-point scale be used (unsatisfactory,
satisfactory, outstanding) and that an annual performance consultation
take place which would be attested to by memorandum (see Appendix a).

Of the many arguments advanced for the change, two were very strong--
namely, that only three ratings were being used aﬁyway and that the
adjectival scale was vague and weasel worded (weak, adequate, proficient,
strong, and outstanding). The rating of "adequate" was giving the

DDP a particularly bad time in trying to dislodge people who had

stacked arms but who could point to the "adequate" rating when adverse
action was attempted.

The Director of Personnel (Robert Wattles) was advised by the
Executive Director-Comptroller (Colonel White) to approach any changes
in the fitness report with great caution. }g/ D/Pers thereupon
circulated the DDP proposal to the other deputies on a kind of referendum
basis. Their replies were unfavorable to the performance consultation
jdesa and unanimously against change in the five-point scale (see Appendix
G). Since there no longer was a Career Council where differences could
be worked out, the Director of Personnel made use of the deputies’

meetings with the Executive Director to reach a compromise. Agreement

- 20 =
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was reached by the deputies at their February 1969 meeting. The five-
point scale would be retained. New terms and definitions were given to
the bottom end of the scale as shown below, which had the effect of
shifting the points so that there were now two ratings for less than
satisfactory performance (see Appendix H). Some sentiment existed
that this shift would further inflate ratings. Supervisors would be
reluctant to pin the "marginal" label on an employee who was on the
top edge of the "adequate" scale. Time alone would tell whether or
not the change would really be retroactive in the minds of the user
of the fitness reports so that all people marked "adequate" would be
placed in the "marginal" category. The new terms and definitions are
as follows:
U - Unsatisfactory Performance is unacceptable. A
rating in this category requires
immediate and positive remedial action.
The nature of the action could range
from counseling to further training,
to placing on probation, to reassign-

ment, or to separation. Describe
action taken or proposed in Section C.

=
'

Marginal Performance is deficient in some
aspects. The reasons for assigning
this rating should be stated in Section
¢ and remedial actions taken or recom-
mended should be described.

P - Proficient Performance is satisfactory. Desired
results are being produced in the
manner expected.

€2}
I

Strong Performance is characterized by
exceptional proficiency.

o
1

Qutstanding Performance is so exceptional in
. relation to requirements of the work
and in comparison to the performance
of others doing similar work as to
warrant special recognition.

Approved For Release 2000/06/0%;: CIA-RDP90-00708R000200100001-6
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XII. Selected Issues of Fitness Reporting

A. Inflation of Ratings

The human tendency to overrate people is universal to all
rating systems. It was a particular source of irritation to Agency
maﬂagement during 1959-60, when the Agency was going through the TOL
Program and attempting to separate marginal people, most of whom had
good fitness reports. Another manifestation was found at the career
board or panel level, where the fitness report rating was proven use-
less in distinguishing between people for renking purposes.

The Agency. has been reluctant to resort to psychological
gimmicks to meet this problem, probably as a result of overdoing the
psychologist's approach in the early years. One such device, the so-
called forced distribution, assigns a quota to each‘point in the scale
so. that a career service cannot have more than a given percentage at
each level. Another device was to have the rating official indicate
how many employees of similar grades he had rated at each level inAthe
scale, so that management could "get a 1line" on the rater and his
approach to grading (see Appendix I). Then there were those who said
that the thing to do was just to change the form every five years or so
snd start all over again. Finally, there was the alternative of the

two-part form. As this history is being written (1971), the Ervin Bill*

¥ The so called federal employee bill of rights sponsored by Senator
Sam J. Ervin,. Jr. of North Carolina, passed by the Senate and stalled
in the House (October 1971).

- 22 -
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may place statutory restraints on the ratings of an employee's
personality and potential as an invasion of privacy. Part IT of the
fitness report, the part not shown to the employee, usualiy re@resents
this type of material.

The method of combating inflated ratings which is probably
best suited to the Agency consists of a periodic review by the Head
of the Career Service which attempts to tighten up the situation and
is invariably accompanied by some official mark or stamp indicating
the new order. 'The approach taken by the Director of Current Intel-
ligence because of his concern that the new definitions of the rating
scale would lead to further inflation of ratings was set forth in a
memorandum to all OCI employees in January 1970 (see Appendix J).

B. Promotion Recommendations in Fitness Reports

In July 1968 the Agency decided to adopt a policy under
which promotion recommendations could no longer be included in fitness
reports. lg/ The policy resulted from a feeling on the part of thé
career boards that supervisors who recommendéd promotions in fitness
reports were '"passing the buck" to the boards while looking good to
their subordinates. Although not exactly a noble rationale for keeping
promotion recommendations out of fitness reports, the policy was
designed to keep supervisors from making promises they could not keep.
The first-line supervisor had no authority to promote; he was primarily

concerned with rating his subordinates. From & purely practical point

- 23 -
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of view, it made sense to minimize as much as possible the interaction
of the many factors already present in the delicate business of writing
fitness reports and appraising people.

¢. Training in Fitness Report Writing

The Deputy Directors in the course of adopting the 1969
changes in the fitness reporting system requested that formal training
on fitness reporting be made part of the Agency supervisory training
courses and that the "training include what is really expected of
supervisors or rating officers, i.e., frankness, forthrightness,
objectivity and the like." _9/ The Office of Training introduced these
sessions in 1970, recognizing the difficulty of teaching a subject like
this in the classroom. For exampie, the initial classes reacted very
negatively to the changes--in effect, they rejected them. 1In the words
of the Director of Training 21/:

"The two main features, a reliable and redefined
rating scale and a more precise reporting require-
ment for the Reviewing Official produced two
general comments from the students: stronger
rating scale and accompanying definitions would
result in an escalation of performance ratings,
and the play of a normal degree of subjectivity

in the reviewer, combined with the absence of
formal standards or criteria to assist him in
evaluating the rater objectively, would reduce
significantly the goal of strengthening the role
of the Reviewing Official. The charges are that
the most that can be accomplished by formal
training, aside from the information imparted,
would be to give the supervisor or rating official
a picture of the vital part he plays and his
rating plays in the total management picture,

- 24 -
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-
-
- making sure he understands the conseguences
- to him in damaged reputation for the over-
rating of mediocre people who later come to
‘ the attention of top management."
|
- D. Adjudication and Removal of Unfavorable Fitness Reports
L From time to time, proposals were advanced to establish a
- ,
more formal adjudication procedure for adverse Titness reports or those
;J which the individual considered adverse. Tor example, in February 1968

the DDP requeﬁted, and the Director of Personnel at first agreed to,

=25X1A revising the

-
| Militating against the idea was the buresucratic assumption that this
- kind of confrontation would immediately become part of the established
_; procedure and be considered a bagsic right of an employee. Officials
were apprehensive concerning the rash of complaﬁts which further
- elaboration would generate, and it was pointed out that there was a
! grievance procedure on the books that was sufficiently instructive and
-i_ clear. The Deputy Directors considered this change when they were
_ examining the 1969 revisions and eventually turned down the proposal
on the basis of the a_,rguments noted. They did, however, provide in the
- instructions, that where & fitness report contained an adverse comment ,
‘ subsequent filtness reports should then pick up and specifically mention
-
- - o5 -
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such comment and the current state of the individual's performance or
behavior characteristic. gg/

Along these same lines, the Inspector General suggested in
a memorandum to the Director of Personnel in February 1969 that the
existence of unfavorable fitness reports in an individual's file could
affect decisions regarding promotion and reassignments for many years.
The Inspector General suggested that all fitness reports be removed
after five years. 24/

The suggestion resulted in a review of federal practice,*
and the following arguments against the proposal were presented 25/:

(1) People having strong or outstanding fitness

reports and wanting them retained would greatly

outnumber those having poor or middling reports

who wanted them removed.

(2) We would lose a central depository for job

information. The Fitness Report contains the

most available statement of duties actually
performed .

¥ To quote from the briefing paper prepared for the Director of Per-
sonnel on 18 April 1969, "A review of Federal Personnel Regulations
indicateg there is no statutory or administrative policy which would
preclude this action in the government at large. The Federal Per-
sonnel Manual classifies efficiency ratings as temporary documents
except where they are outstanding or unsatisfactory, subject to
removal (from the Official Personnel File) at the discretion of the
Agency or department after three years. The Foreign Service has no
gpecific rules or regulations on the retention of their Personnel
Evaluation Report. Their Official Personnel File is divided into an
sdministrative file and a performance file. The latter is further
subdivided so that material five years of age and less is separated
out and made available to the Selection Board. A spot check with the
Navy civilian personnel office indicates that ratings are retained
indefinitely in that department." 26/

- 26 =
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(3) Review of career progression would be
difficult. No other personnel document
contains the detailed information in the
Fitness Report.

(4) Information would not be available for
reassignment where performance in, for example,
previous overseas assignments might be very
important.

(5) The DDP proposal in January 1968 that
Agency Regulations be modified to require

an official adjudication when requested by
the employee who has received an adversely
critical report has been considered. The
adjudication authority would be in the chain
of command of the Directorate concerned and
would be authorized to replace the original
report with a new report if it found that an
injustice had been done. The original report
and its rebuttal by the employee would be
retnined in the Sensitive Information File
of the Office of Personnel. This proposal,
which is more precisely targeted, was turned
down for reasons previously stated.

The Deputy Directors considered the IG proposal at their

17 April 1969 meeting and rejected it for reasons noted.

- 27 -
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Appendix A

Status and Efficiency Report

Form No. 51-53

Decenber 1947
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rED N T e . e . Al . v - . -
P T Ty g i . ! ) Syt A L LI S
A e N K o N . . . o, : '”_“ ! ot LA V. i
, (Llsv ONE nn MORE lnuonntl GF PRERPLALHCE)

STATUS SINCE ORIGINAL EMPLOYMENT OR LAST REPORT - 'MICHEVEN IS LATER?

.‘ HAVE THERE DEEN ANY CHANGES [N PERSONAL
MAR!TAL STATUS Tes NUMBER OF DEPENDENTS ves EMERGENCY ADDRESSEE Yrs LESAL ADDRESS visl .y
[ 1] L] %o LR wo [":2c s
IF THE ANSWER TO ANY OF THE ABOVE IS YES, ATTACH A SEPARATE DETAILED REPORT IN DUPLICATE HERETO, IN THE CASE OF
MARRAIGE . THE REPORT WILL INCLUDE NAMES, ADDRESSES, AND CITIZENSHIP OF SPOUSE.’ FATHER-IN-LAW, MOTHER*IN-LAW,
BDROTHERS - IN-LA¥ AND SISTERS=1N-LAW, L IR N T P N T AT A R F TR
[ ETAUN TS EERILE R AP | O W T RS SR 1) '3:.,\“["“‘".;,‘ SATi T l".?
PATL Piag BT AR AP LIPS SR TI v, o ‘e
B v reeyarin TR . . ulantuuz ST EWPLOYEE
f{ ToAT e R e . AT SECTIONS 7 THROUGH 11 TO BE COMPLETED BY IMHEDIAfE“SUPEhVISOR
7. PERIOD COVERED BY THIS REPORT ' OCCASION FOR REPORT ol TN Ty L
1~ OATC FROM . oAfe To ANNUAL REASS I GNMENT OF PROPOSED REASSIGNMENT COVERING INITIAL 80
4. - . . LTy ) REPORTING OFFICER OF EMPLOYEE REPORTED ON DAYS OF EMPLOYMENT

1S EMPLOYEE BETTER QUALfrnso
_FOR OTHER DUTIEST .- : ..

. L
%< ]

R L

IS THIS EMPLOYEE QUALIFIED T0 YES
PERFORM ALL PRESENT DUTIES' NO'

" {F 80, WHAT DUTY OR DUTIES

‘ K R P W .. .
« N B 1 L i . LA D T LI . e 0 PR | P v Epae

T ] i Cae . L
DO YOU CONCUR {H EMPLOYEES DESCRIPTION OF DUTIES UHDER SEC?ION 21i YL NO IF %0 EXPLAIN IN SECTION 11

WAS EMPLOYEE STRIVEN FOR VEs] DO YOU RECOHMEND EMPLOYEE
PROFESS IONAL IMPROVEMENT! [ | X0 | FOR PROMOTION?

VES | TF 50,. 70 WHAT GRADE AND FOR WHAT POSITIONT
hllﬁllli

®. FOR EACH FACYOR OOSERVED CHECK THE APPROPRIATE BOX TO INDICATE HOW TME EMPLOYEE COMPARES WITH ALL OTHERS OF THE
DO NOT LIMIT THIS.COMPARISON TO THE

SAME CLASSIFICATION WHOSE PROFE
ANY QUAUTTY WHEN APPROPRIATE,

.OTHERS NOW UNDER YOUR SUPERVISION. "NOT OBSERVED®

DO NOT HESITATE TO MARK

5SIONAL ABILITIES ARE KNOWH TO YOU PERSONALLVL
ON

UK3ATe

oY~

NOT
LRy

KXCEL

SOSTAMNT

OBIER.

ISFAC.

FAIA

s00p

e00Vv

LENTY

RATING FACTORS
P O Rt SYED - ToRY 5 LILL

e e - . o e — o

ABILITY YO WORK AND GET ALONG WITH PEOPLE

P TN

B. INTEREST AND ENTHUS1ASM 1IN WORK

SECURITY CONSCIOUSNESS

ABILITY TO GRASP INSTRUCTIONS AND PLANS

E. ATTENTION TO DUTY

JUDGHENT AND COMMON SENSE

ABILITY TO OBTALN RESULTS AND GET THINGS DONE. . .. v e e

DISCRETION

' 8 PN IR | 1 :

f. INITIATIVE

ABILITY TO MANDLE AND DIRECT PEOFLE.

PERFORMANCE OF PRESENT OUTIES {1Tem 2)

ABILITY TO EVALUATE INTELLIGEKCE INFORMATION - “

TACT R IR TR N I Ce . L -

SAGACITY (NON-GULLIBILITY) .

LEADERSHIP

100001-6 o

90-007_08R010020

DER YOUR COMMAMD OR SUPERVISION, 'OULD you -

. INDICATE YAOUR ATTITUDE TOWARD MAVING THIS EMPLOYEE UR
- Bl EPASEH FT1 MABTIELLARLY F=}

id

TN

[

o




R el e

_
i ' o .
I . Lo L
. “ N [
; .
i - . LOMIR G (\Lln,ui -
: . roRy ¥o. CONFIDENTIAL-
7 Dec. so4731733 A
4 Replaces Fors Mo, 53=-2 vhich STATUS AND EFFICIENCY REPORT N
| o way continue to be nsed, . {ste INSTRUCTIOND OW REVEAST sior) i“
- ) SECTIONS | THROUGH 6 WillL BE COMPLETED BY EMPLOYEE, TYPEWRITER WILL BE USED IF POSSIBLE, b 1
| : (i Y. NAWZ.(PRINTED)  LAST -, FIRST .. ., MIDDLE ., ., CAF HI\lTI’Na-‘; 3 ;ALARY - ‘ . %arﬁlu:ﬁawwmr - K
H A T P b ., . R . P l,b_;u . .J-: 4. ' . : o C Tl ;
: ' s, DESCRIPTION OF DUTIES SINCE LAST EFFICIENCY REPORT. (L15T MOST RECENT FIRST, DESCRIDE CONCISELY ‘QUT FULLY) - ¥ & '
i L . . . . T st .o .
- R AT PRI R AL BN T . ). B
1 i + PR e n .
- N N T 1
| .
3. IF COURSES OF INSTRUCTION WERE COMPLETED DURING PERIOD ‘0f THIS REPORT, LIST TITLE: LOCATION OF 3CKOOL, LENGTH OF
LY

T { COURSE AND DATE COMPLETED,
- ; et .
! 4, PROFICIENCY 1H RLADING SPEARING unpcasTANpinG| 5, MY PREFERENCE FOR NEXT DUTY AFTER TERMINATION OF CURe
FORTEAN LANO, TXC | c000 |FALR| EXC [coon | FATR|.EXE | COOD FAIR Jo i RENT A3SIGHMENT 1B LIF IN-US-80 3TATE), .
) ©oTYPE OF OUTY LOCATION
' e . A e e " .
| - Y «
. ot ‘. . LT X : P e
o i TTTSTGHE O WORE TH GROCH OF PRUTCRCHLE)
?‘ 6.- HAYE THERE OEEN ANY CHANGES IN PERSONAL STATUS SINCE ORIGINAL EMPLPYMENT OR LAST REPORT + WHICHEYER 13 LATER?
: MARITAL STATUS ves NUMDER OF DEPENDENTS Yes EMECROENCY ADDNMESSEE ves LEGAL ADDR'ES! YESL . oy
: NO HO . NG D e | .t 14
! ! LF THE ANSYER TO ANY OF THE ADOVE |5 YES, ATTACH A SEPARATE DETATLED REPORT IH DUPLICATE MERETO, IN THE CASE OF
i‘ MARRAIGE. THE REPORT WILL INCLUDE MAMES, ADDRESSES, AND CITIZENSHIP OF SPOUSE.'FATHER-IN-LAW}'MOTHER“lN-LAW.
i | BROTHERS* IN=LAW AND S1STERS < IN-LAY, . R T T I e
| : :
! I8y o, . T o S T P L RE R | Iy
! - : l DATE v v o~ e . .
- P SIGNATURE OF TuPLovEE

B

v

SECTIONS 7 THROUGH 11 TO BE COMPLETED BY IMMEDIATE SUPERVISOR

PERIOD COVERED B8Y TH!1S5 REPORT

DATE FROW

oATE 1O

a

PROPOSED REASSIONMENT .
OF EMPLOYEE REPORTED, OR

 OCCASION FOR REPORT

ANNUAL [:]nEAssl'GNMENT oF COVERING INITIAL 90

DAYS OF EMPLOYMENT

e

<

1S THIS EMPLOYEE CQUALIFIED TO :
o ]

REPORTING OFF ICER
IS EMPLOYEE BETTER ‘ouaLtFieo[_ [VE3)] "‘Ir ‘80, WHAT DUTY OR OUTIE3
.. FOR OTHER DUTIEST <. .-t « . L T R e

| Approved For Release 2000/06/01 3 CIA-RDP90-00708R000200100001-6 i

PERFORM ALL PRESENT DUTIES?
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4 YEE AND HIS OR HER IKMMEDIATE SUPERYISOR ON |

.. .. GENERAL -

s

1, A STATUS AND EFFICIENCY REPORY COVERING EACH CIVILIAN  EWPLOYEE N THE FIELD WILL BE RCNOURED BY SUCH EM» . : {
JUME OF EACH YTAR ON THIS FORM. EACH EMPLOYEE WILL CXECUTE ITEMs 1 TO
. (NCLUSIVE,OF THE FORM AND DELIVER SAME TO HIS REPORTING OFFICER FOR COMPLETION OF YHE EFFICIENCY RATING AKOD FORWARD®
ING TO WASHINGTON HEADQUARTERS ROT LESS THAN 10 DAYS AFTER GLOSE OF REPORTING PERIOD., s 3
. i

THE REPORTING OFFIGER (§ DEFINED AS THE EWPLOVEE'S IMMZDIATE SUPERVISOR, IN OTHER WORDS YHE PERSOR WHO

1S PRESUMADLY DEST ACQUAINTED WITH THE EMPLOYEE'S WORKING £FFICIENCY. HOWEYER, DEPERDING UPON CIRCUM:. .
STANCES, THE CHIEF OF STATION WAY KOT WISH TO ENTRUST THE IKMED 1 ATE SUPERVISOR WITH YHIS RLSPONSIDILe ‘
LY. IN ANY CASE. THE CHIEF OF STATION WILL CHANGE OR MODTFY THE RATING OF YHE REPORTING OFFICLR wRIN T -
SUCH CHANGES OR HOD|FICATIONS ARE CALLED FOR. THE CHIEF OF STATION 1S ULTIMATELY RESPONSIBLE FOR THD .. ; :
ACGURACY OF FACGTS AND STATEMENTS WHICH APPEAR ON THE STATUS AND EFFICIENCY REPORT. IN MANY CASES, E3°

PECIALLY IN A SMALL UNIT, THE CHIEF OF STATION MAY WiSH 10 FILL OUT ALL THE REPORTS WiWseLF. = 777 77

Approved For Release 20,9}0(,0610-1;!'& .1A-RDP90-00708R000200100001 &

A

1% 3. (N ADDITION TO THE 'ANNUAL REPORT; THE FOLLOWING SPECIAL REPORTS, UTILIZING THE, SAME FORM, WiLL nz'qbuoséi&m"
AL . Ll ) e, MY

”":;U;‘\ As 'UPON COMPLETION OF FIRST NINETY (80) DAYS OF SERVICE AT A B8TATION,
8., UPON RELIEF OR REASS | GNMENT OF REPORTING SENIOR,

: ' o . e

UPON DETERMINATION OR RECOMMENDAT ION THAT AN EMPLOYEE (N A ' FIELD STATION SHOULD BE REASSIGNED TO AN=
OTHER STATION OR RETURNED TO V.S. FOR REASS | GNMENT OR OTHER pI5POSITION, SUCH REPORT WiLL BE FORWARDED .
Tremn - 50 AS TO REACH THE WASHINGTON HEADQUARTERS AT THE EARLIEST POSSIBLE DATE AFTER SUCH REASS IGNMENT DETER®

MINATION IS MADE. |F POSSIDLE, THE REPORT SHOULD BE SENT (N AT LEAST THREE MONTHS PRIOR TO PROPOSED RE-
L ASS | GNMENT IN ORDER THAT ALL TIME POSSIBLE MAY DE DEVOTED. TO APPAAISAL AND EVALUATION. {F CONSIDLRATION
wememes L OF LREASS IGNMENT 15 BEING GIVEN W1THOUT CMPLOYEE'S KNOWLEDGE,. ITEM3 1 TO 6 WilL BE FILLED IN AS FAR A3

POSSIDLE BY THE RATING OFFICER WITHOUY REFERAAL 70 EMPLOYEE. :
. : : oo ,

3, IN FAIRNESS TO THE {NDIVIDUAL DEING RATED AND IN THE INTEREST'OF THE® GOVERNMENT. THE TMPORTANCE OF, GARLFUL®
LY PRCPARED AND ACCURATE EFFICIENCY REPORTS CANHOT:BE- OVERSTRESSED, :THE. FOLLOWING BASIC PRINGIPLES -OF RATIHG _SHOULD
ALWAYS BE KEPT IN MINDY N ' o i o R

e P S R YA TS . Lt !

. ) : SEUAVORE A vl g e e g genit e e

T 1" . R |
. Aot ALWAYS BASE-YOUR JUDGMENT ON1, ... ..,
' te ! T 2t LM Caabdoadt JdEw Yoy 0 3k

i

RV L P LR S LA |

i e - (1) WHAT YOU HAVE ODSERVED THE INDIVIDUAL 00 OR FAIL TO DO.

(2) TYPICAL PERFORMANCE, NOT ON AN {SOLATED STRIKING INCIDENT.
- . (3) EXAMPLES RELEVANT 7O THE CHARAGTERISTIC UNDER CONSIDERATION. [
o) .
- -~ . {A}- THE EFFICIENCY REPORT |5 TO BE USED TO RATE ALL CIVILIAN EMPLOYEES: OBUT REPORTING OFFICERS
' SHOULD DEAR N MIND THAT DIFFERENT STANDARDS PREVAIL IN OIFFERENT ASSIGHMENTS WHEREAS IT 15
e e e . .. NECESSARY, FOR EXAMPLE. THAT AN INTELLIGENCE OFFICER POSSESS INITIATIVE, THIS SAME TRALT I3

NOT ALWAYS DESIRABLE. EXCEPT IN A MINOR WAY, FOR A TYPIST, THE RATINGS AND EVALUATEONS - -
NT FOR WHICH THE PART{CULAR EMe Y

! '03,“":ff o 1" sMoULD BE IN REFERENCE TO THE JOD ¢ THE AGTUAL WORK ASS IGNME
‘ e “: . pLOYEE {5 DEING PAID, EVERY EFFORT SHOULD DE MADE TO ARRIVE AT A JUST ESTIMATE OF THE QUAL®
FOR THE PERIOD COVERED DY THE REPORT, ~AVOID EXAGGERATIONS

. - ITIES OF THE PERSON REPORTED ON
B . AND GUPERLATIVES, THEY DETRACT FROM THE VALUE OF A REPORT AND ARE UNFAIR TO OTHERS. - - md e

GIASED OP!HIONS DASED OM PERSONAL LIKES AHD DISLIKES MUST ‘BE SCRUPULOUSLY AVOIDED. '17}51
SHOULD OE BORNE IH MIND THAT THE PREPARATION OF EFFICIERCY REPORTS i8 Al IHPORTANT FUNC=""
., TION OF ALL SUPERVISORS OF EMPLOYEES, AND THE ACCURATE AND TRUE CVALUATI0H#S EXPRESSED - -~
©1 THEREIN ARE A DIRECT REFLECTIOW UPON HIS oui ADILITY AHD QUALIFICATIOR FOR THE POSITION ¢©
HE HOLDS. e S P

oy
. . L It B LN
€. 'NO REPORTS WilLL BE RENDEREDCOVERING PERIODS OF LESS ¥

LS TN

WAN 60 DAYS, ODSERVED SEAVICE. [
$¢0" I FYDEEMRD "AD ¢

4. REPORTS WILL NORMALLY 8E CLASSIFIED CONFIDENTIALY HOWEVER, THE CLASEiFILATION MAY BE RAI
LY . . . .

- = miwIUA AFEELRFR. i

i .
Y
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Apgendix B

Documents on Personnel Evaluation Program

Flow Chart

Personnel Evaluation Report
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. 25X1A - C AL IN /\"b 4
IR S . TRAL INTELLIGENCE AGENCY g

: \ 0 ' L8

14
'
S A M yashington, D. C.
- ' a N T
S NOTICE | - S ? y
i} NO, QW-52 o ! 1 August 1952 '
i : . . L ’ j,::r
T SUBJECT: Steps in the Inauguration of the personnel BEvaluation Prograu.
Lol . . ‘."‘" . :
. : . . - .".""’ l('.\
o REFERENCE: CIA Regulation%‘(lievised), effictive 1 August 1952. L
T . . : " . : t
L . : A . .o F
AN o R
L ?5 S 1. The need for the CIA Personnel Evaluaglon Program is immediate. L
- The normal procedure for preparing & Personncl Evaluation Report on the i
K anniversary of the individual's entrance on.luty in CIA would unneces- : Voo
if:: - sarily delay the prograd for some inﬂividgals. In order to activitate the Sl
= . program &8 s00n a8 practicable, 1t will be phaéed into operatlion &as follows:
o . & :
. - ‘ £ ‘
! ' . a. Phase l: August ghrouch Oetober, 1952
. . - ; , '
-iF ) ' Training and indoctrig&%ion of superviscrs and other Agency
Vo officials will be conducted Jbiutly by the Personnel Office and .
L R the Office of Training. This iréoctrination will be concerned
- - with the purposes, USES aqd anticipated results of the Persornel .
S Evaluation Program acd the use of the Personnel Evaluation Repord :
(> (Form 57-151). Respons;ﬁility for phase 1 is locag in the ' _
25X1A

i:ZB)Q1A\ Managewent Training D%fision, office of Training,
- - [Jchief) Roou 1307/ ™1" Building, Extension 276L. This office

will establish sche&ﬂles for conferences Lnd scminars 83 required.

b, Phase 2% Jﬁctober throuph December, 1952

The Tirgt apnual cycle for the prepsoration of Personnel
. 5 ' Evaluation Reports will be telescoped into 4he last three months
| - S .of 1952 according to the schcdule below. In addition, Initial
o S Reports willfve prepared for all personnel wno, furing this period,
complete thtir first nine months oi service with the Agency, e¥- : T

clusive o time spent in provisional status pending full security
1. Responsibility for phase

| ’? ' clearanceg; L. €., trial-period peisuNe
S h 2 is logated.in thé Personnel Division (0) and the Personnel Division
B (c) of/the Personncl Office. - ]
| gchedule - -
;j 1st Annual = C 2nd Annuad Irterval
| Report due in Report due in between reporta .
¢ Month of ‘ tonth of in Months
- Oct 52 Jun 53 8 :
) Oct 92 Ju; 53 o . 9.
“ o , X ' - '
- _ . :
T Approved For Releas ‘ sarrieizn, L . ' '
| - : 000/0611 + KilA-RDR90-00708R000200100001-6
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. H

Aug ' Oct 52 o " AdE-53 .10

" Sep Oct 52 - Sep 53 ' : 11
Oct - - Nov 52 ' Qct 53 1l
Nov . Nov 52 Nov 53 T 12
Dee - - Hov 52 \ Dec 53 _ 13
Jun _ " Nov 52 - . . Jan 5i . . Lol
Feb ' Dec 52 Fob 5& ‘ 14 ;
Mar - Dec 52 . Mar 54 S 5 .
Apr Dec 52 Apr 54 ' _ 15 :
Moy Dec 52 May 5h 17

*e. Phose 3:  Jenusry through May, 1953 S

Only Initiad (for trisl-period personncl), Spccial, ard

o

Reassigmient Persomuel Evelustion Reports will be prepared during this

period. ' Responsibility fov <the initiation of Initial Reports is
located in the Personuel Division (0) and the Perconrcl Division (¢)
of the Personnel OiTice. Responsibility sor the initiatlon of
Special and Reassiprment Reporte -is located ln tie Oftfice concerned.

d. Phase b: Jure 1953'

By this date the normal un”hdl CJulL and .schedule ol Per-
sonnel Eveluation Reports is in full operotion. Reeponsiblity for
phasc 4 is located in the Pursonnel Division (0) and the Persouncl
Division (C) of the Persounel OLf;ce v;lch will countlinue the opera-
tion of the prozranm. ‘ '

2. Guiduance and dtt&ilad responsililities for the Personnel fvalioe-

tion Prograw are ouwtlined in Notice No. 2H-52,  "Personiel Bvaiuction',

3. Personucl Evaluutiun m-portu for cverscas persortel will be pre-.

Py

ered in accordance with procedures uo’SE_Ibsued at o lotovr dute.
& i

" DISTRIBUTION NO. 4 o L

FOR THE DINECTOR O CENTRAL TWIELLIGANCE:
- 25X1A '

- Le K, WHIYS
Actving Deputy Direetor
(Administrution)

“ .
- 35 -
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. e ] _ G s 1
QJ}-"M - . |
e A : | o 5X1A
O - |
. ﬁ,,t“ ‘ CENIMAL IHT
Wasnim,to.x )
FOTICH E 1 August 1952
NO. 95-52

SORJECT: Pc.rsonnvl valuutlon'

(?(‘y’mcd), offective 1 August 1952

D

_ This "*ot ice nrovuioq m.adb ez and outlines detailed respon=-
albilitics for L; C
nov f

2. Definltiow of rhronn: luVO....U'l'LlO 1 '

P o
-
i

. . Y \,u ,-j ) ‘ H
P 8o Pcrs_m\';?(}k cv'nlu.,\.jon eo used ln the Centrol Intelligence . o

| . Agency is the suphevisorts considered and judicious avpruisal . _ .
‘- IR of the pori'ovmnc‘\\{ nd c’au"b'i.litic-s of ench individuwal Tor whom L
he is irmedic Lul‘y TeEpS faible.  This evalustion is in terns of
“the n,omrcmcn’cf./of £ individuwal's curvent position and his
rotential for loug-tcr..u scevice with the Apgency., It is not.a

t perforunngg or. an erficidney rating in the sense that individuals |
are coupardd on the foasts Qo a predctrmined adjectival or oo
nusericel ghale. / P
! e N ¢ ' o
N : . \ The significance of © yersonnel cvaluation lics in the ‘ j
i ’ construdtive actfon which WJ..L]. ae boken to develop end use eoach
: individual's abifi itle and potenblalities wmost effectively.
il L ‘ ' 1 .- -
ar - 3. DNeod for I-‘zalu.-ztio-‘x : % -
1 | ;‘."\~ . . . ] o
( c: Contifulng l):}yrb}'-Da)' Evalua u‘h@p -, .
\ ~ -

‘j-

1 s‘g DA '1'}‘0""/1»01‘ et be continually oware of the abilitics

I \ end I\-*'L'Io"fa*w. of cach person in his oipunization if he 1s _

Ho- '1-‘ acvively ‘73 aid hin to develep Lis «m11§ ard abllitics. The L
b “-.,_ 1 'J'."‘.'XG.': Ul‘v g, ired fron continuing epnvaisalds Will enable thc' : ' '
AN J “Couperviegh to stiuulete the productivencus kad Jjob confidence .| _ .

1™ el hds pd onle aid Yo dovelop teanwork wnd p dh in the organe-

- . izabien,

f"‘ b, Recordmn uvaluc.‘tj.nnﬂ - ' .\ _ , T

- / b it is e f
ooy “In gddition to dny~by-dayr guldance, it is :1cc}§:wq ary thoat ‘
- o pcrigdic writiton reporis o preic nd Wwoan escentinl dlonent in !
i : - ' : . . )
FERREES Lo REGIRTOLED 5

‘; _ o C : Secur .L,h;\’ Informution \. :

A : - e uuwzz
Approved For Release 2000/06/0136C.1A RDP90- 00708R000200108001-6 N
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L, Specific Uscs of Personnel Evaluation

. KESTRICTED
Security Intormation
!
e preperation of thope reports

coch individual's corcer plati.
the supsrvisor's atbbention on the

will serve periodically to focnus
actual ondipotential contributions of each individual. Through

this process the supervisor acquives o 8YS erutxc inventory 0¢

the humaa rosourcea within ni unit. : R—

The uses of parsonncl. cvaluation inelude the following

-a, Identifying e each person's spbitudes, knovledges, skills
and interesis; ' ‘
b. Promoting diocu"ﬂlonu between ghpCTVL”OrS and- those
supervised LOHCCTL;I work verformance and corcer davelopnent;

C. Incruasinh lnd“Vthﬂl offficieney by nputtlvg and cov
rechbing specifice nrdblcmu and dcfictnncnc and holping din t“c

__dcvelopment of desirable traits .

d. Serving as a basis for lndiv¢aual g1nn5 for coresr
dcvblopuent, ) .

e Identlfyinv ounistanding sarvice;

£. TIdentifying individusls who fail to perform as efffective
menbers of the organization; and

., Tdentifying the need for training, rceussl ignnent, rotation
v o (&P (&} ? : I‘
promotion, demotion, scparation ond othor formal persoanel actions,

5. Responsibilities for Personncl Fvaluatipn

a. Responsibilitics of Individuals

Bach individual must underst tand thc responsivilities
ond requivements of his positicn. This i an inhercnt condition
of emn]oyment and inposes o res DWn51Di1¢ty upsn the individusl
to discuss with his immediate supervisor ony problon or wi~ )
certalnty whlch obscurcs his comprehe sion of his work. This
docs not mininize the rcsponaibility of the suporvigor for
ensuring that those whom Lo superviscs ave provided with full
information as %o their Jobs. A clear understanding betvgon
the supervisor and the individual Js the result of o reciprocal
rolationship, end effective performance by and development
of the individual proceed from thc two-woy cormmnilcation
butween thew. :

.

. RESTRICTED
. Sccuxity Information -

. A7 -
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STy L 4 RESTRICTED
DT e _ ' Security Information
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1 ! .
L b, Responsibilities of Supervisors
- ‘ ’ . o
] (1) Immediate Supervisor
S , - : - T
'§if The imacdiate snpervisor who asslgns and reviews
- . the work of others beurs primery responsidllity for evaluating,
. guiding and developing the votentisllties and capabilities ol
[ . ] . those whom he supervises, - In order to record his evaluations
-, - e . and recommendations, he will prepare Personnel Bvaluation
: i . -+ . Reports as requlred. o
; %53 : ' ‘ (2) Reviewing Official
A i , . . i
‘ i The supervisor next in line of authority above the Z
i 1 : 7 ' immedlate supervisor is responsible for reviewing Personnel '
 w s Evaluation Reports. He will determine whetler they conlorm :
| ¢ ‘ - - %0 pertinent Agency pelicy and regulations ond will eassist
L ' in the effective usa of tie recorded informution, He has
ﬁ‘i%: the additiona) responsibility of ensuring that supervisors
Bl “under his authority are effective in directing, leading,
: evaluating and developlng their personnel.
- ¢. Responsibilitles ol' Orffice Cercer Service Boards
{ y . . : . ' .
R It is the reopeonsidility of cach Offilce Carcer Service
. . Board to review plans contained in the Persounel Evaluation Report
Lo _ e ~ for the training, assigment, advancenent, rotation ov promotion
: of each individual fallizg within its Jurisdiction and to recom=
R - . mend to the Assistant Dircctor or Office head the action that - —%
- , should be taken. ' S , o
- f | . / , . , o
J : 6. "yves of Reports ,
- : "~ a. Initial Reports - s T e
o h : ‘ The supervisor will prepare a Personnel Evaluation Report -
- P for each individual at the end of his rirst nire months of service ,
o ‘ ' with the Agency, exclusive of time that poy have Leen opent in |
i ‘ provisional status pending tull security cieavance. Such a report i
el s ~ will be made regordless of the length of time thut the individual L
- -’ has been under hls immediale supervision, . ) 0
. B . ‘ 3 '
: b. Annual Reports E
- . . . ‘ S (-
: Tho supervisor will prepare o Personnel Evaluatlon Peport v
y annually for each individual on the snniversary off his cntrance ;
i on duty unless & report has becn made within the three months i
qe\N . _ RESTRICTED y
- Security Information N
« - L . ‘E
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prior to the annlversery date. when neccssary the due date of -

en. annual report will be deferred until the individual has been
undex the supervisor's Jjurisdiction for 90 dayra. :

. ¢. -tpecial Reports
! The supervisor will prepare a Porsonnel Evaluation Repord
when un indivicdual leeves the Agency. This report will include
thie supervisor's rccormendation concerning his suitebility for
re-cuployment. Such speclal reports sholl be attached to the
Personncl Action Request form when it is forwurded to the
. Personnc). Office. Special reports also may be made whencever they
are administratively required.

‘d. Reassignment Reporis

A Persomn:l Evaluation Report will Do prepured for an
{ndividual whenover his supervisor 1s to be pernenently..changed.
Supervisors who ave to be reassigned will propexe reports for
all porsons under their Immediote Jurisdiction. Supcrvisors will
prepare reports for Lndividuals who are %0 be reassigned from
their wiits. In case the immediate supcrvisor 1z not available,
such reassipgument reports will be prepaved by tue person next

in line who has dlrect knowledge of the individual's work. The —
Assistant Directer (Personiwl) or his dusignuted ropresentotive co
mey grent temporary exemption fron this requivemont to spocific -

organizztional components of tlha Agency.

-

7. Preparation of Reports (Sce IMlow Chert attached)

o, Prior to the date an i{nitidl or annusl Porsonncl
Tvalyation Report is due, the rergonnel Office will notify
the Office concerned through the olfileicl dopignnted by the
Offlce tu serve as its Bvaluatlons Officer, with cesponsibility
for administrative actlvitics comnacted with the persomncl.
evaluation program. The Bvalustions Ofricer will initiate
action on Form 37-151 by entering the identifying duta In
Ttoms 1 through 6 on the Lorm nnd Corvurding it in duplicote |
to the appropriate supervisor. gpeclal reportc may be initiated
Ceither by the Personnel Office or by the OFfice concerncd.
Reassignment reports will be inltiated Ly the 0£0ice conecrned .

. The supervisor will furnish the form in duplicate to the
jndividuel concerned vho will complete Jtoms 7 through 10. At
the time the supervisor transudts the form-to the individual,
he will offer bis assistence zid ceoperation.

RESTRICTED ) : B
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c. The 51porvlsor will cormlete Itens 13 through 18 ond
will exerclisa colzidercd Judsmenbt in apurelsing the adequacy
of the work performzd, the quelifications of the individual
for his position and his potentiallties for grester sarvice
to the Agency Upon compiction of the evaluation, he will
forward the form Lo the appropriate reviewing ol fricial.

. Item 17 of the fo“m provides a means for formallzing
wornings to individuals conczrning ine ffective performanca,
If it is the supeivisor's considered opinien thot the in-
dividual's work contribution hos been sufficiently ineffective
to require cdverse actlen, he will attach to each of the
coples of the Persomnel Eveluation Report a copy ola warning
nemorandum, If the suparvisor hus not clready given the
indlvidual such a memorondurd, he wlil prepare one ubt the time
the chovt is mede. Worning wemorands will be coorvdinated
with the Personnel Offict berors they ore given to the
individual., When attached to Personnel Evaluation Reports,

" they will serve to alert the Personnel Ofifice und appuopriate

Corcer Service Boards to situatiors requiring speciol attention.
e. The review! ng official wng discuss the reyort with

~the supervisor in order to analyze the results of the valuation
and Lo determine whothoe additional action should be rccommond(d
to improve or tetbor ubiliue the inddvidual's s‘Llls. The
reviewing official also should discuss with the imuediate
supervisor any recomacndations wialch would assis the supervisor
in carrying out his responsibilities In the personiel cvaluation

process end lu toking appropriate cction bpased on the evaluation.

Upon the conclusion of his veview and after dlecussion with the
supervisor, the reviewing officinl will sign the form in
duplicate end will forvurd both coples to the svpexrvisor.

8, The Interviev

_ 8, Within onc weoek after a Personnel Evaluation Report has
been reviewed by the reviewing.official, or os soon thercalter
as’ practiceble the supervigor will interview the ndividual
concerncd to apprise him of the ewve luation and to use the Report
os o basis for cons structive discussion and planning.

b. The interview will have en important influcncc on the
velationship between the supcrvisor and the individual, Therefore,
the supcrvisor sheuld adept his approuch gpecillcally to each
individual and plan the content end sequence of the discussion
according to the personal relotionship existing between uhcm.

RESTRICTED
-Securlty In¢ornmtion
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¢. During the interview, the supervisor will discuss each
itom of the Report., He shwuld enconware the individual to discuss
his understonding of his duties nnd responsibilities in order to
resolve cny misunderstending of what is expected of him. He should
express recognition of the individual's strengths and work
achicvements, Discussion of speciflc shortcomings should be
coupled with constructive suggestlons of menus oy whilch the in-
dividual cen improve hinself with assistance throvgh supervislon,’
rotation and training., In this copncction, he should cncouwvage
the indlvidual to annlyze uny work, persounal or other situctiona

- factors which may have offected his performance. Before closing

the interview, the supervisor should summerize the results of the
discussion emphasizing the coursc of mutual action which has been
developed to advance the individual's sffectiveness with tue Agency.

9. Routing of Reports . .

a, Upon coupletion of the discussion with the individual,
the suporvisor will sign both copies of the Report and submit
thom to the Evaluations 0fficer. He wlll retnln the duplicate
copy and forward the originul to the Personnel Division, overt or
covert, within thirty doys of the due dete (the last dute covercd
by tiae evanluetion poried)except that trial veriod Reperts will be
subnittcd within flfteen days of the due date, The duplicate copy,

which is retained by the Bveluations Officer, will be mede available

o the Office Coreer Sorvice Beard, .

b. The Personnel OfFfice will weview the Personnel Evaluotion

Report and will consult the Oftlee cencerned vith vespeet to

any action which oppeors to be ncccssary or desireble, The
original copy of the Porsonnel ¥valnaticn Report will be filed in
the individual's officiel personucl folder, '

c. If en individuwil's performsnce is described as unsatis-
factory by the attaclmwent of o worning memorandws to his ennual
Persommel Eveluation Repurs; the fact will be posted to hile
service record cnrd LY the Trunsactions and Records Branch of
the oppropricte Persormel Division, This will make the individuol
ineligible for a periodic pay incrense until his next enmil o
report ls made. Advisory Appeal Boards sppointed and convencd
in accordance with NG 1), ~t the indlviduul's
request, re-~examine officinl wurning memoranda and recormend
seblon to the epprovriate officinls : :

RESTRICTT
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e : . i © 8cecurity Intormntlon

S e ' . ’ ,
SN

- ' « 10, TPerscanel Eveluntion Mersrts for Fiold Personnc).

- ' * Personnel Evaluatlon Reperts for individucls who arc serving
Lo o in the field will be preparcd and submitted in conformance with the

' principles of this Notice. Procedures adapting this Notice to ficld
situations will be established through apyropriste ficld instructions.

FOR THE DIRECTOR OF CENTRAL INTELLIGENCE:

25X1A

‘;' . ) I-ln K. "‘THI‘].‘T'.:
: . A v ) _Acting Deputy Director
- | S T  (Admlnistration)

 DISTRIBUTION NO. 4

Atfzachments :

Flow Chaxrt

Personncl Eveluation Report
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i .
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PERSONNEL EVALUATION REPORT -
-y Flow Chart .
(Initiel end Annual Reports)

QOFFICE
CONCERNED .

SUPERVISCR

INDIVIDUAL
CONCERNED

Transactions & Records
Branch of the appro-
priate Personnel Divi-
sion notifies Office
when the report is due

Evaluations Officer
completes items 1

thru 6 of PER and Sast

forwvards it to
immediate supervisor

Supervisor forwards
PER to individual
concerned, discussing
with him purpose of the
PER

1ndividual concerned
completes items T

thru 10 of PER and
returns it to super-
visor

Supervisor may discuss
with Placement Officer.
If action is taken re
item 17, he shall coor-
dinate with Placement

Officer

Reviewing official re-
views PER, discusses

plans and recommenda-
tions with supervisor

as necessary and signs [

and returns PER to

supervisor

Supervisor completes
items 11 thru 17 and
forwards PER to re-
viewing official (su-
pervisor next in line)

Supervisor holds PER
pending completion of
the interview, then
signs both coples end
forwards them to the
Evaluations Officer

Personnel Office ab-
stracts pertinent in-
formation, plens
follow-up action and
files the original as
a permanent record in
the individual's
official personnel
folder

Evaluations Qfficer
forwards original to
Personnel Office and

duplicate to Office
Career Service Beoard

Y

Office Career Service
Board reviews plan and
recomuendations for
approval of the Assist-
ant Director or Office
head.

o,
T~

RESTRICTED ' ‘
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Supervisor interviews
the individual, dis-
cussing the evaluation,
recommendations and
plans. If action re
item 17 is being taken
so informs individual
and explains his right

of appeal

‘._§>y_. routing of PER
related action
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" PERSONNEL EVALUATION REPORT

. v = - I

(See instructions on Reverse Slde)

The personnel Evaluation Report Is an Important part of the Career service Pro—--T

gram, 1t seeks to assure for every person a carefully p]anne& career, with advance -
ment based on demonstrated ability. For the individual, It -means an opportunity to
voice his Interests and to discuss his job and his progress with his supervisor. To
the supervisor, it gives assistance in carrying out a major responsibliity, the de—
velopment of the people he supervises. For the Agency as a whole, It means successful
Lteanmork pased on mutual understanding and respect. - ‘ _

-

S
oot

THIS PORTION TO BE DETACHED OKLY BY AUTHORIZED OFFICIAL .

. S SECRET o ‘
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INSTRUCT | OKS

i 1. Instruction to the Adminlistrative or Personnel officer

Consult current Administrative Instructions regarding the initiation and transmittal of this report.

2. Instruction to the person evaluated

Since this evaluation will become an important part of your record, you will want to give to it as much care
and attention as you would like to have it receive from your Supervisor and the Reviewing Official. With
respect to ftems 8 and 9, you should include courses of instruction or assignments, either within or out-
side of the Agency, which you consider pertinent to your career development.

3. Instruction to the Supervisor and the Reviewing Official

£i ¢ L-- a. As the supervisor who assigns, directs and reviews the work of others, you bear primary responsibility for
: | planning and fostering the development of each person under your supervision, commensurate with his ca—
. N pacity, aptitude, knowledge and skills. As an alert supervisor, you judge the pcople working with you on a
; job=by-job and day-by-day basis and use this information in carrying out your supervisory responsibilities,
Although evaluation is a continuous process, it is necessary periodically to record your observations and
recommendat jons for appropriate action. In preparing the report you should consider the individual‘s capa-

i bilities for further development in his present assignment and his potentialities for more effective
g ‘ . utilization in other positions, including work of a more responsible and difficult nature,

-

. T b. The following traits are generally regarded as having some bearing on a person‘'s performance and develop-
S : ment. Although you are not asked for specific ratings, do not hesitate to refer to these or similar traits
Lo in your comments, which should be terse and precise.

Looed ¢

- : : COOPERATION RESOURCEFULNESS '
i Tk DEPENDABILITY STABILITY UNDER PRESSURE

; ) ; . ACCURACY \ ABILITY TO OBTAIN RESULTS

- ! . SECURITY CONSCHOUSNESS JUDGMENT

B ;: v ) INITIATIVE LEADERSHIP A
' ¢. In fairness to the indlvidual and in tho interest of. the Agency, the Importance of carefully prepared and
. accurate Personnel Evaluation Reports can not be overstressed,  The following basic principles of evaluation
‘ should be kept in mind:
- ' (1) Base your judgment on
; : a) What you have observed the individual do or fail to do.
S b} Typical performance as well as critical ingidents,
' ; [ xamples relevant to the duties under consideration.
- (2) Different standards prevail in different assignments. Every effort should be made to arrive at a just

: estimate of the qualities of the individual as demonstrated dufun% the report period. Avoid exaggera-
i tions. They detract from the value of the report and are unfair to others. .o N

L e ‘ (3) BIASED OPINIONS BASED ON PERSONAL LIKES AND DISLIKES MUST BE SCRUPULOUSLY AVOIDED, IT SHOULD BE BORKNE
- . IN MIND THAT THE PREPARATION OF EVALUATIOR REPORTS IS AN IMPORTANT RESPONSIBILITY OF ALL SUPERVISORS
: AND THEIR CAREFUL PREPARATION IS AN INDIQATION OF THE SUPERVISOR®S OWN ABILITY AND QUALIFICATION FOR

THE POSITION HE HOLDS.
"~ A FRANK DISCUSSION BETWEEN SUPERYISOR AND INDIVIDUAL CONCERNING THIS REPORT IS MECESSARY IN ORDER TO ASSIST IN THE

i : ; DEVELOPMENT AND BEST USE OF EVERY INDIVIDUAL®S CAPABILITIES.
f l" THIS PORTION TO DE DETACHED ONLY DY AUTHORIZED OFFICIAL
‘ : - < .
- e o SECRET )
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f . . .
SO PERSONNEL EVALUATION REPORT ‘ .
Ttexs 1 through 6 will be completed by Adminlistrative ar Paraonnel Officer
1. NAME (Last) (Flfstl {Middle} (2. GRADE 3.. POSITION THITLE
4. OFFICE - STAFF OR DIVISION BRANCH <} oeptele | 1F FIELD, SPECYFY STATION
: T riew
5. PERIOD COVERED BY REFORTV 6+ TYPE OF REPORT
From . . To C"inttiad [C1 Adnual [T Jspeclal
:]Reasslgnment [ Reassignment of Supervisor
Items 7 through 10 will be completed by the person evaluated .
7. LIST YOUR MAJOR DUTIES IN APPROXIMATE ORDER OF IMPORTANCE, WITH A BRIEF DESCRIPTION OF EACH. OMIT MINOR DUTHES.
8. LIST COURSES OF INSTRUCTION COMPLETED OURING REPORT PERIOD. .
LR Name of Course Locatlon Length of Course Pate Completed
9. I8 WHAT TYPE OF WORK ARE YOU PRIMARILY INTERESTED?
!F DIFFERENT FROM YOUR PRESENT JOB.V, EXPLAIN YOUR QUALIFICATIORS (APTITUDE, _KNO\'ILED'G'E, SKILLS ).
10.
DATE , : SIGNATURE
Items 11 thsrough 18 will be completed by Superviaor
11. BRUEFLY DESCRIBE THIS PERSON'S PERFORMANCE ON THE MAJOR DUTIES .LISTED UNDER ITEM 7 ABOVE.
- . . " . LY
FORM KO, ' .. '
MAY 1952 37-151 - SECRET o ) . &)
"~ WIS hlf R '
Approved For Réleasé™2000706/01 : CIA-RDP90-00708R000200100001-6
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- AN WHAT RESPECT IS TilS PERSON'S PERFORMANCE ON PRESENT JOE MOST NOTICEABLY GOOD OR OUTSTANDING?

ON WHAT ASPECT OF PERFORMANCE SHOULD THIS PERSON CONCENTRATE EFFORT FOR SELF IMPROVEMERT?

-

e

COMMENT ON TH!S PERSON®S ABILITY TO HANOLE GREATER RESPORSIBILITIES NOW OR IN THE FUTURE.

i '-‘
; Ai 12
A A

-,
; 13.

!

!

i

l
TR TR
b TR

Eene e on o OB s

ARE THERE OTHER DUTIES WHICH BETTER SUIT THIS PERSON'S QUALIFICATIONS? {Racommend. appropriate reassignment, 1f

possibla.) P

WHAT TRAINING OR ROTATION DO YOU RECOMMEND FOR THIS PERSON?

IF PERFORMANCE DURING REPORT PERIOD KAS BEEN UNSATISFACTORY, THERE 1S ATTACHED COPY OF MEMORANDUM ROTIFYIRG THIS
PERSON OF UNSATISFACTORY PERFORMANCE.

18.

-

i

-
TS
" 3 s
i; ‘\

T
e 17.

u.

[ ]

TH1S PERSONNEL EVALUATION REPORT #AS BEEN DISCUSSED WITH THE PERSON EVALUATED- ADDITIONAL COMMENTS INCLUOING
COMMENT ON I1TEMS 7, @ AND 9, ARE SHOWN BELOW UNDER ITEM 20. .

DATE : STGNATURE OF SUPECRYISOR

| HAVE REVIEWED THE ABOVE REPORT. (Commants, If any, are shown In fTtem 20.)

DATE . SIGNATURE OF REVIEWING OFFICIAL

"
w1,
ed
-
20.
-
-k
I'\
.
-
ot
—chq '

COMMENTS: (1f necessary, may bo contlinued on reverse-slde of cover sheet.l

Fege

SECPTT
\ e -
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- Appendix C
: 25X1A
Fitness Report, September 1954 5
-
- Form 37-189
}‘ Form 45a
- Form 45
-
-
1
-
-
-
- - 48 -

Approved For Release 2000/06/rRETCIA-RDP90-00708R000200100001-6



25X1A
Approved For Release 2000/06/01 : CIA-RDP90-00708R000200100001-6

Next 3 Page(s) In Document Exempt

Approved For Release 2000/06/01 : CIA-RDP90-00708R000200100001-6



-+ s

e

ror

N 8

e m

<.

e - —

1

e a7 M T oA A

-

. c FITNESS REPORT - I EE

) The Fitneas Report Is an important factor In agency poersonnal management. It seeka to provide: .

Yo 1. The agency selectlion board with information of value when considering the application of . 'ii :
an Individual for membership in the career service; and : R

2. A periodic record of job performance as an aid to the effective utilization of ;;u'-lonnol.

INSTRUCTIONS - : '

- . I

TO THE ADVUINISTRATIVE OR PERSONNEL OFFICER: Consult current administrative linatructions regarding the

and tranamittal of this report.

TO THE SUPERVISOR: Read the entire form before attem;‘:“nj to complete any ites. Ao the supervizor

initiation

._. ., PR R
who ssslgne,

directs and reviews the work of the individual, ‘you havepcimary responsibility for evaluating his strengths, woak-
nesses, and onathe-job effectivensss as revealed by his daystoeday activities, IFf this individual has baen under
your asupervislon for less than 30 days, you will collaborate with hils previous supervisors to make sure the reporl
is accurate and complote., Primacy responsibility rests with the currpnt supervisor. It la assumed that, throughs
out the period thia Individual has been under your aupervision, you have discharged your supervisory, ga-pOpaib{i‘l-

ties by fraquent discussions of his work, so that in a general way ‘he knows wherw he atands. - -7».“-._3
B R I S SE et - I :L “Ifo L.
. 1T 1S OPTIONAL WETHER bR NOT THIS FITNESS REPORT IS SHOYN TO THE PERSON BEING RATED ; ! :
b SECTION | (To be f.”lc.ed in by Administrative Officer) Lo
1 NAME (Last) . (Firat) . (Middie) 2. DATE OF BIRTH | 3. SEX | 4. CAREER DESIGNATION
Lo R e B R .
D-IDATE OF ENTRANCE ON DUTY 8. OFFICE ASSIGNED TO 7. DIVISION 8. BRANCH . . ot
. - . . . : . e e EI ;
9. NATURE OF ASSIGNMENT ' 10. IF. FIELD, SPECIFY STATIONI ) . v, emaoe T
Y [CT] erraammentat — rieLo . ! : ! ‘ ! ! i
!2- DATE THAT THIS REPORT IS QQE 13. PERIOD COVERED BY THIS REPORT (Inclullva dates) = el
; SECTION 11 (To bo filled in-by Suporvisor) ' K
1., CURRENT POSITION . | 2. DATE ASSUMED RESPONSIBILITY FOR POSITION

.. 0 ' . . . - '
o i o : ! : : i . !

i i

3

3. . WHAT SPECIFIC ASSIGNMENTS OR TASKS ARE TYPICAL OF THOSE GIVEN TO HIM DURING THE P
2. dn order of frequency): . ! i : i ‘ i 0

SIS PR U SO

O
a . . .
Y . FLE I 1
i
- D !
Y . 1
Y (R AL t
'
. | S
v
L hee
[ 18 74 f !
P b
o e R - “
b R U P T TR U

L

i
]

m e e

Vst PR DI .

r. e i e
'
H
i

¢ R

READ THE ENTIRE FORM BEFORE ATTEMPTING TO COMPLETE ANY ITEM

AST THREE TO S1X MONTHS (Liat

i 1

e e bt iy

1 1 e e 120t 2 e b o @

SECTIOR 11

PR

L o R o z'l‘.;:]

I

; T certify that, ducing the latter half of the period covered by this report, I have discusased with the rated indi-
Py vidual the manner in ahichhae has performed his job and provided sugdestions and criticisms wherever ncedod. 1 be-
e lieve that hls understanding of my evaluation of his performance ia consistent. with my evaluation of him 23 evi.
. ‘;\ denced by thia fitness report and I have Informed him of his strengths, weoknoasca, and on-the-job effectivencss.
{ .. 1 If performance during the report pecriod has been unsatisfactory, there iz attached a copy of the memorandum notie
?;' fying him of unsatinfactory performance, b : - - ¢ : oowL Tt v '
: , ) ‘ ) o e Co- e Ty N :
E This report [___] has [] nas not been shown to the Individual rated, - -~ : -
: . o .
' T i THIS DATE \ SIGNATURE OF RATER (Employee’s immodiate supervisor)
: ] i . - - .
i ' { "HAVE REVIEWED THIS REPORT (Commentys, 1f any, arewreflected by sttached memorandum)
™ ] FHIS DAYE SIGNATURE OF AEYIENING OFFICIAL (Official next higher In line of authority)
‘- . . . ] fw‘\ . - :
FORM ' \$ﬁ i ' . g _
o A MAY V,PBFQV@J" ParRelddse 2000706/01 '»SE%MTRDPQO—OOTf){ROOOZOM00001-6 : “w
5 v . ey 53 : M YT
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it )
: !, 1 ' H [ |
I 824, CAN THINK OW HIS FEET. !
; . 1.
t ’ +
. .7.'COMES UP WiTH SOLUTIONS TO i I I l I l I , [
: I (PROBLEMS. :
W] .. sTimuLaTING TO ASSOCIATES: A ) ' i | . I , l ‘ ‘ - l
i ;" SPARK PLUG™. : .
. ro . ar . .
 29.. TOUGH MINDED., . I | l I l I J [
I e e
30, 0BSERVANT., L T Tt b e e [ | | - I I | ] [
Lo R
‘ 3t. ;CAPABLE. S et - I I | I : - I l : l : ]
‘. i : ='> T \-J‘: i - - . . . . 0 ] A Y
i 32. ! CLEAR 'mmxms. ’ - )
; ‘ ! . ~ R r
Lol : L - - - ; -
! 33. COMPLETES ASSIGNMENTS WITHIN l I I l ‘ I ] I : |
: { ALLOWABLE TIME LIMITS. :
- ' N B . bt -
F 34.° EVALUATES SELF REALISTICALLY. l l I l l I [ (
! ‘ . -
' 1 3s5.:WELL INFORMED ABOUT CU‘RRENT v l l ‘ l : I , I I © o I ; l
CEVENTS. . . ,
Fi 36.1 DELIBERATE. l l l . l ' l ’ I l
i | 97, EFFECTIVE IN DISCUSSIONS WITH ] l ‘ J I l l j |
P ASSOCIATES, ' . . -
-l 38+ )MPLEMENTS DECISIONS REGARD: J [ I [ ' : l ’ I s l ) I
) F LLESS OF OWN FEELINGS.. . : ,
{ i .
t.§ 39.- THOUGHTFUL OF OTHERS. I l i s l : . l ' l l I
i T , 2
} 40.° WORKS WELL UNDER PRESSURE. : l l . l l ) I I : l I
.
u.’ DISPLAYS JUDGEMENT. g l f ' : ' ' : l l l I .
‘ 42, GIVES CREDIT WHERE CREDIT s l I ' [ l ‘ : I I - I ]
L ous. .
: NP '|Ll‘< i ‘
‘ 43.: HAS DRIVE. R I l | ] : I l I i l
1 ey tn -
i creloae - ‘ [ | o . ' N
A X7 es SECURITY conscuousu )
: ﬁ ?: i P R A (T -
o 45, VERSATILE. ¢ T I i l i l 2 i l i l ' l I :
| 48. 115 CRITICISM IS CONSTRUCTIVE - ' I l ' l ‘ . l l : : l : I
: A . . ot t ‘ )
; 47. “Am.z TO INFLUENCE OTHERS, I B l l : l l - I i ' l - I
8.} FACILITATES sMOOTH OPERATION l l : l ‘ oo . l . I ] {
;OF WIS OFFICE. 2t
49. DOES NOT REQUIRE STRONG AND ~ | l l - l I , l R l l l
. CONTINUOUS SUPERVISIOH. . "
"] 60+ A .GOOD SUPERVISOR. . . _.__.... : l I I I ' ] I {
- - I "SECTION V
. ¥ A« WHAT ARE HIS ou'rsnnoms STRENGTHS? . . .
{ PRI R & B : ETE N
- ‘ 4 vt v X1 ". T 1 . N - ~ T N + .
w . o '
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) Lk - oHIX:
SECRET - . amzx
i1 ) t 7b ; : !
. ' CTION = §R986280I0000I-6 : po

” o
Thim aection is provided as an 4id In describind the individual., Your description ia not favorable or unfavorsble

n ltself but ~cquires its mesning in relation to a particular job or assignment, The descriptive words are to be \
«nterpreted literally, | : ‘4 - i f . Y

f On the left hand side of the paje below are a series of statements that apply In ;cma defree to noat people. On
]

the right hand side of the paje are four major categorlioes of descriptions. The scale within each category is die N
vided into three small blocke; thie is to allow you to make finerdiatinctions if you so desire, Look at the state. L
ment on the left « then check the cstefory on the right which beat tells how much the statement applies to the par-
son you are rating. Placing en " X* in the "“Not Observed' column means you have no opinion on whether a phrase

spplies .to an individual, Placing an * X* in the “Does Not Apply*’ column meansa that you have the definite opinidn !
that the description is not at all suited to the individual, CoT LT T » oo ',

PRIFETE IS TN

L. STATEMENTS V. o e CATEGORIES T

P Cee eioiiweiveme - | ONOT | 'DOES | APPLIES TO A | APPLIES TO A | APPLIES TO AN{APPLIES TO AN

LiMITED REASONABLE ABOVE AVERAGE| OUTSTANDING :
DEGREE DEGREE DEGREE DEGREE i

I N T O T
<]

i 4 v = e

»

A, ABLE TO SEE ANOTHER'S
POINT OF VIEW,

[

SAMPLES

A e 0

|
|

o

23

>

o=z

no

]

<

PRACTICAL.

I
EJ, 1 A GOOD REPORTER OF EVENTS. -

T l.; CAN MADE DECISIONS ON HIS OWN
WHEN NEED ARISES.

3 CAUTIOUS IN ACTION.

| i
: Ti 4. HAS INITIATIVE.

1§ 5. unEmOTIONAL.
Ti 6. ANALYTIC IN HIS THINKING. |
b i ¢
) 7. CONSTANTLY STRIVING FOR NEW - AT
?i { KNOWLEDGE AND IDEAS. . ;o
. ¥ Y
8. GETS ALONG WiTH PEOPLE AT ALL :
! ' S0CIAL LEVELS, !
v 11 . . M
: P o :
=4} 9 HAS SENSE OF HUMOR. R
Ti 10. KNOWS WHEN TO SEEK ASSISTANCE. !
1t caLm. T e :
oo LN ELUTERTEY j
y !
f ”.I !
! H
i i R L :
) ¥3., MEMORY FOR FACTS. ‘
: ‘ L
. ’ U

4. GETS THINGS DONE.

1s. KEEPS ORIENTED YOWARD LONG 7 | ' " | . " i,
TERM_GOALS.

! CAN COPE WITH EMERGENCIES.,

R (s

17. HAS HIGH STANDARDS OF
ACCOMPL | SHMENT., .
HAS STAMINA; CAN KEEF GOING
. A LONG TiIME. .

-
o
.

19, HAS WIDE RANGE OF INFORMATION
. P . . M v b i

<A

20, SHOWS ORIGINALITY. =~ 7" - Co :

21. ACCEPTS RESPONSIBILIVIES,

wa | 224 ADMITS H1S ERRORS.

RESPONDS WELL TO SUPERVISION.

WUV [ SSUUNE 1 DRNRNS B ENNUUIE 5 WU [y

| I
[ I
] I
| I
| I
| I
[ I
l I
| I
| I
| I
o | ‘ | |
CAN GET ALONG WITH PEOPLE, » -‘I I
. ] [ .
| I
| I
| |
I I
I I
I I
I I
I I
I I
] I

|

| ||
| I [
| | ||
| I ]
I I [ |
I | ||
I | LI
I I [
I | L]
| 1 |
| | ||
I I ||
| I ||
| I ||
| I 1]
| | |
| | ||
I | | |
| | |
| I ]
I | ||
L I ||
I i L
I | [
I I |
I I [ |

Do o2s.
_J .. EVEN DISPOSITION. i B
] 25-. A:L:tlosospg;: JOB WITHOUT ~ e I l ] _' ..l!' 1 .- l
i _! Approved For Release 2000/067¢#cxETA-RDP90-00708R000200100001-6
i , I AR q . IR ' . 4 Tk i
o e i " ) = ' * II t 3 e




o SES w2 U
Ex B9-w0704d $00400001-6 |
. . i : .,3' < R
D. 00 YOU FEEL THAT MHE REQUIRES CLOSE SUFERVISION? l'.YIS? LUAAS ) '7,'” v__inl

- _-. <. ,r
S el aned

‘a

M .

{ L1

[P PIVSNSIP S ‘.:'v{:", e e e

41 D)

i R

E. WHAT TRAINING 00 YOU IECOMMEND FOR THIS INODIVIDUALY.

. . . T o
¥. OTHER COMMENTS (Indicate here goneral traits, mpecific habite or characteristics not covered sluovwhere In the
repart but which have a bearing on effective utilizetion of this persen): B ;
2 B A AT L . » v e e e L v.lt
IR ' Son T

SECTIOR VI I
Lo

"Read all descriptions before rating, Place @ X In the most appropriste box under subsections A,B,C,aD

A. DIRECTIONS: Conulder only the skill with which the
t.'person has perforned the dutles of his job and rate
" him sccordingly. ot . :
DOES NOT PERFORM DUTIES ADEQUATELYy HE i§
INCOMPETENT, o
BARELY ADEGUATE {N PERFORMANCE! ALTHOUGH HE
HAS HAD SPECIFIC GUIDANCE OR TRAINING, ME ~
“OFTEN FATL® TO CARRY OUT RESPONSIBILITIES
COMPETENTLY. . C v
PERFORMS MGST OF HiS DUTIES ACCEPTABLY: OCCA-
_ SIONALLY REVEALS SOME AREA OF WEAKNESS. | °~
PERFORMS DUTIES IN A TYPICALLY COMPETENT,
EFFECTIVE MANNER., ' :
A FINE PERFORMANCEY CARRIES OUT MANY OF HIS
RESPONSIBILITIES EXCEPTIONALLY WELL.
PERFORMS HIS DUTIES N SUCH AN OUTSTANDING
MANNER THAT HE IS EQUALLED BY FEW OTHER PER~
- SONS KNOWN TO THE RATER. ' ey
IS THIS INDIVIOUAL BETTER QUALYFIED FOR WORK N SOME
OTHER AREAY - [_Iwe - C:::]vfl. IF YES, WHATY !

’ LIRS DR

1.

0000 00

i

PR LR

e e

i
'

)

@

(3% 9

e amba e

.
o

,
:
b

A

A
;

1

LY

——

=

‘K
¥

C. DIRECTIONS: Based upon what he has said, his actionn,
and sny other Indications, give your opinion of this
person*s attitude toward the agency. ‘

i

MAS AN ANTAGONISTIC ATTITUDE TOWARD THE AGENCY
voWILL DEFINITELY LEAVE THE AGENCY AT THE FIRST
OPPORTUNITY., o "
HAS STRONG NEGATIVE ATTITUDE TOWARD AGENCY...
IRKED BY RESTRICTIONS,..REGARDS AGENCY AS A
TEMPORARY STOP UNTIL HE CAN GET SOMETHING
BETTER, . . P
TENDS TO HAVE AN UNFAVORABLE ATTITUDE TOWARD

_ THE AGENCY..BOTHERED BY MINOR FRUSTRATIONS..

* WILL QUIT §F THESE CONTINUE, ) :

HiS ATTITUDE TOWARD THE AGENCY 15 INDIFFERENT
wes HAS ™ WALT AND SEE** ATTITUDE,,WOULD LEAVE (F
_SOMEONE OFFERED HIM SOMETHING BETTER.
TENDS TO HAVE FAVORABLE ATTITUDE TOWARD AGENCY
..MAKES ALLOWANCES FOR RESTRICTIONS IMPOSED BY
WORKING FOR AGENCY,.THINKS IN TERMS OF A CA-
REER IN THE AGENCY., c
DEFINITELY HAS FAVORABLE ATTITUDE TOWARD THE
AGENCY .. BARRING AN UNEXPECTED OUTSIDE OPPOR.

. TUNITY, WILL PROBABLY ENDEAVOR TO MAKE A

- 'CAREER IN THE AGENCY. ;

HAS AN ENTHUSIASTIC ATTITUDE JOWARD THE AGENCY

" weWILL PROBABLY NEVER CONSIDER WORKING ANY. .
'PLACE BUT IN, THE AGENCY. , ° '-~--i !

i .
!

000000

'

[

!

- : . RS
Te i . ’ ¥

; : : , i

: :

B. DIRECTIONS: Conaidering others of this person‘s grade

"" snd type of sssignment, how would you rate hinm on

“x' potentiality for nssumption of dreater responsiblii.
ties normally indicated by promotion,

[ '

HAS REACHED THME HiGHEST GRADE LEVEL AT WHICH

DIRECTIONS: Consider everything you know about this
person Im making your rating..skill in job dutles, -
conducé on the Job, personal tharacteriatics or !
. habits, and zpeclal delecta or telents,

‘o
S

imIDEF|N1TELY UNSUITABLE -.HEVSHOULD BE SEPARATED.

oHIx
- —

| N B 7P :
s SATISFACTORY PERFORMANCE CAN BE EXPECTED. ' [:::J‘ .
: [C] 2. !5 MAKING PROGRESS, BUT NEEDS MORE TIME IN (CT] 2+ of DOUBTFUL SUITABILETY..WOULD NOT HAVE AC:
; = PRESENT GRADE BEFORE PROMOTION TO A HIGHER . CEPTED HIM TF | HAD KNOWN WHAT | KNOW NOW. '
| ' GRADE CAN BE RECOMMENDED. [CTT] 3+ A BARELY ACCEPTABLE EMPLOYEE, . DEF INI TELY BELOW
] [} s+ 'S READY TO TAKE ON RESPONSIBILITIES OF THE ] AVERAGE BUT WITH NO WEAKNESSES SUFFICHENTLY
j o NEXT HIGHER GRADE, BUT MAY NEED TRAINING IN OUTSTANDING TO WARRANT HIS SEPARATION. :
[ i SOME AREAS, . : [:::j 4¢ A TYPICAL EMPLOYEE..HE DISPLAYS THE SAME SUITA-
| | [ 4. witL prosasLy ApJusT QUICKLY TO THE MORE BILITY AS MOST OF THE PEOPLE § KNOW IN THE |
D ) RESPONSIBLE DUTIES OF THE NEXT HIGHER GRADE, AGENCY ., . L i
[} s+ 1s ALrEADY PERFORMING AT THE LEVEL OF e NEXT] [__] 8. A FINE EMPLOYEE < HAS SOME OUTSTANDING -
- HIGHER GRADE. * . L STRENGTHS, A |
[:::] 6. AN EXCEPTIONAL PERSON WHO iS ONE OF THE FEW [T} ¢+ An UNUSUALLY STRONG PERSON TN TERMS OF THE ©
WHO SHOULD BE CONSIDERED FOR RAPID ADVANCE- REQUIREMENTS OF THE AGENCY. . D
e - MERT. R i [:::] 7. EXCELLED BY ONLY A PEW IN SUITABILITY FOR WORK
Ty - T A : ,IN THE AGENCY. AR At U I B
e | P " AN R R
; : H . ! . s T S T O B
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" SECRET

I » " (When Filled In)

:

FIELD FITNESS REPORT TRANSMITTAL

SECTION A
LAST-FIRST-MIODLE

1. NAME OF EMPLOYEE (In pseudonym)

I certify that, during the latter half of the period covered by this report, I bave discussed with the rated individ-
wual the manner in whi.cl he has performed his job and provided suggestions and criticisms wherever needed. I believe
that his understanding of my evaluation of his performance is consistent with my evaluation of him asevidenced by
this fitness report and I have informed him of his strengths, weaknesses, and on-the-job effectiveneas. If performe
ance during the report period has been unsatisfactory, there Is attached a copy of the memorandum notifying him of
unsatiafactory performance. : : .

" "§This report D haaD has not been shown to the individual rated.

2. THIS DATE 3. SIGNATURE OF RATER IN PSEUDONYM (fmployee's immediate supervisor)

| HAVE REVIEWED THIS REPORT (Comments, if any, are reflected by attached memorandum)
4. THIS DATE . SIGNATURE OF REVIEWING OFFICIAL IN PSEUDO (Official next higherin line authority)

SPECIAL NOTE

| This form must be prepared with due regard for security considerations. For example, in thecase of adminjstrative
i{ and support personnel and others whose duties do not in themselves reveal sources of information and methods of oper-
- ation, it is normally expected that a complete and realistic statement of major duties may be reported in Item 2 of
’ Section I'I. However, the nature, source, purpose or disposition of information or operations wil! not be included.
On the other hand, the description of specific assignments or tasks of certain other employees may jeopardire se-
sleurity and should notbe fully reported on this form. In these cases, a brood general statement of specific assign-
iments or tasks will be included in Item 3 of Section Il indicating the level of responsibility.

RS wea SECRET j W
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|
i

. rasigns, directs and reviews the work of the individual, you have discharged your supervisory responsibilities

wiou have primary reaponsibility for evaluating his by frequent discussions of his work, 80 that in & gen-
strengths, weaknesses, and on-the-job effectiveneas a3 eral way he knows where he stands,

i IT IS OPTIONAL WHETHER OR NOT THIS FITNESS REPORT IS SHOWN 70 THE PERSON BEING RATED
| SECTION |

-JEAVE BLANK » FOR HEADQUARTERS USE ONLY 1. DATE OF BIRTH 2. SEX |3. SERVICE DESIGNATION

4? GRADE . 8. STATION DESIGNATION (Current)

:i

(When Filled In)

) v » i

) ‘Apprdved For Release 2'(:)' %Jlwaséllﬁglg%gW

The Fitness Report is an important factor in organization personnel management. It seeks to provide:
* 1. The organization selection board with Information of value when considering the application of an
individual for membership in the career staff; and .
2. A periodic record of job performance as an aid to the effective utilization of personnel.
[~ , - INSTRUCTIONS .
7O THE FIELD ADMINISTRATIVE OR PERSONNEL OFFICER: Con- revealed by his day-to-day activities. If this individ-
tul ¢ current field administrative instructions regarding ual has been under your supervision for lesa than 30
ihe initiation and transmittal of this report to head- days, you will collaborate, if practicable, with his
imgluarters. - previous supervisors to make sure the report {3 accurate

- - and complete. - Primary responsibility rests with the
TO THE FIELD SUPERVISOR: Read the entire form before current supervisor, It is assumad that, throughout the
ittempting to complete any item. As the supervisor who perdiod this individual has been under your superviaion,

M. DUE DATE OF THIS REPORT 7. PERIOD COVERED BY THIS REPORT (Incluaive dates)

| SECTION il (To be completed by field supervisor)

|
amir CURRENT POSITION 2. DATE ASSUMED RESPONSIBILITY FOR POSITION

? STATE THE SPECIFIC ASSIGNMENTS OR TASKS WHICH ARE TYPICAL OF THOSE GIVEN TO THE EMPLOYEE DURING THE PAST THREE
! To' $1X MONTHS (Liat In order of frequency) .
ponl

N { ’
E‘ '_
!
—
: !
; SECTION 111 (To ke completed at headquarters only)
ra DO NOT COMPLETE - - FOR HEADQUARTERS USE ONLY.
AUTHENTICATION OF REPORT AND S1GNATURES
‘I ¥« NAME OF RATER (True) 2. MAME OF REVIEWING OFFICIAL N FIELD (Truﬁ)
=]

3. THIS REPORT [) WAS (C_] WAS NOT SHOWN TO THE INDIVIDUAL BEING RATED,.

4, DATE REPORYT AUTHEN- . NAME AND SIGNATURE OF ADMINASTRATIVE OR PERSONNEL OFFICER AT HEADQUARTERS
TICATED AT HOS. AUTHORIZED TO AUTHENTICATE FITHNESS REPORT AND SIGNATURES

L ' ' _ - | -

Approved Far MWMOIOGLO%@QIMWMG?OGRMQM 00001-6

FORM NO. |ra SECRET .. - o)
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~ INDICATE IF YOU THINK THAT ANY SINGLE STRENGTH OR WEAKNESS OUTWEIGHS ALL OTHER CONSIDERATIONS:

: CIA-RDP90-007_08R00_02001 00001-6

. Do voU FEEL THAT HE REQUIRES CLOSE SUPERVISIONT [ _Jwow [__Jrves.

tF YES, WHY?

. WHAT TRAINING DO YOU RECOMMEND FOR THI1S INDIVIDUALY

F. OTHER COMMENTS (Indicate here general traitas,

specific habits or characteristics not covered elsewhere in the
report but which have a bearing on effective utilization of this person): -

SECTION VI

I Read all descriptions before rating.

Place " X' in the most appropriate box under subsectiona A,B,C,&D

wal, DIRECTIONS: Consider only the skill with which the
. person has performed the duties of hias job and rate
him accordingly.

|
] 1. DOES NOT PERFORM DUTIES ADEQUATELY: HE 18

- INCOMPETENT.

[ 2. BARELY ADEQUATE IN PERFORMANCES ALTHOUGH HE

. HAS HAD SPECIFIC GUIDANCE OR TRAINING, HE

!  OFTEN FAILS TO CARRY OUT RESPONSIBILITIES

_ COMPETENTLY. .
E‘f::::] 3. PERFORMS MOST OF HIS DUTIES ACCEPTABLY) OCCA.
- SIONALLY REVEALS SOME AREA Of WEAKNESS.
[ ] 4. PerForMs DUTIES IN A TYPICALLY COMPETENT,
; EFFECTIVE MANNER.

o[ ] 5- A FINE PERFORMANCE: CARRIES OUT MANY OF HIS
RESPONSIBILITIES EXCEPTIONALLY WELL.
(] 6- PERFORMS HIS DUTIES IN SUCH AN OUTSTANDING
: MANNER THAT HE IS EQUALLED BY FEW OTHER PER«
; SONS KNOWN TO THE RATER,
/S THIS INDIVIDUAL BETTER QUALIFIED FOR WORK iN SOME

1F YES, WHAT?

Cves.

OTHER AREA?

L

-

Ce DIRECTIONS: Based upon what he has said, his actiona,
and any other indicatlons, give your opinion of this
peraon's attitude toward the orgonization,

HAS AN ANTAGONISTIC ATTITUDE TOWARD THE AGENCY
.. WILL DEFINITELY LEAVE THE ORGANIZATION AT THE
FIRST OPPORTUNITY. )
HMAS STRONG NEGATIVE ATTITUDE TOWARD ORGANIZA-
TION... |RKED BY RESTRICTIONS...REGARDS AGENCY
AS A TEMPORARY STOP UNTIL HE CAN GET SOMETHING
BETTER, :
3. TENDS TO HAVE AN UNFAVORABLE ATTITUDE TOWARD
THE ORGAN1ZATION,.BOTHERED BY MINOR FRUSTRA-
TIONS..WILL QUIT IFf THESE CONTINUE.

HIS ATTITUDE TOWARD THE ORGANIZATION 15 INDIF-
FERENT...HAS “"WAIT AND SEE" ATTITUDE..WOULD
LEAVE IF SOMEONE OFFERED HIM SOMETHING BETTER.
5. TENDS TO HAVE FAVORABLE ATTITUDE TOWARD ORGANI-
ZATION. .MAKES ALLOWANCES FOR RESTRICTIONS
IMPOSED DY WORKING FOR ORGANIZATION..THINKS

IN TERMS OF A CAREER IN THE ORGAN{ZATION.
DEFINTTELY HAS FAVORABLE ATTITUDE TOWARD THE
ORGAN|ZATION. . BARRING AN UNEXPECTED DUTSIODE
OPPORTUNITY. WILL PROBABLY ENDEAVOR TO MAKE A
CAREER IN THE ORGANIZATION.

HAS AN ENTHUSIASTIC ATTITUDE TOWARD THE ORGAN-
{ZATION. . WILL PROBABLY- NEVER CONSIDER WORKING
ANY PLACE BUT IN THE ORGANIZATION.

L]
.

g

~
-

0000000

{. DIRECTIONS: Considering others of this person’s grade
" and type of assignment, how would you rate him on
potentiality for assumption of greater responsibili-
ties normally indicated by promotion. i

- ] 3. HAS REACHED THE HIGHEST GRADE LEVEL AT WHICH
f ] SATISFACTORY PERFORMANCE CAN RBE _EXPECTYED,
iit:::] 2. IS MAKING PROGRESS, BUT NEEDS MORE TIME IN
PRESENT GRADE BEFORE PROMOTION TO A HIGHER
GRADE CAN BE RECOMMENDED.
3. 1S READY TO TAKE ON RESPONSIBILITIES OF THE
NEXT HIGHER GRADE, BUT MAY NEED TRAINING IN
SOME AREAS.
WiILL PROBABLY ADJUST QUICKLY TO THE MORE
RESPONSIBLE DUTHES OF THE NEXT HIGHER GRADE.-
IS ALREADY PERFORMING AT THE LEVEL-OF. THE NEXT
HIGHER GRADE. 3 )
AN EXCEPTIONAL PERSON WHO 1S ONE OF THE FEW
WHO SHOULD BE CONSIDERED FOR RAPID ADVANCE-
MENT. .

¥

D. DIRECTIONS: Consider everything you know about thias
person im making your rating..skill in job duties,
conduct on the job, personal characterlatics or
habits, and special defects or talents,

§. DEFINITELY UNSUITABLE - HE SHOULD BE SEPARATED.

2. OF DOUBTFUL SUITABILITY..WOULD NOT HAVE AC-
CEPTED HIM IF | HAD KNOWN WHAT | KNOW NOW.
3. A BARELY ACCEPTABLE EMPLOYEE..DEFINITELY BELOW
AVERAGE BUT WITH NO WEAKNESSES SUFFICIENTLY
OUTSTANDING TO WARRANT HIS SEPARATION.
A TYPICAL EMPLOYEE..HE DISPLAYS THE SAME SUITA.
BILITY AS MOST _OF THE PEOPLE I KNOW IN THE
ORGANI ZATION. '
%.. A FINE EMPLOYEE « HAS SOME OUTSTANDING
STRENGTHS.
AN UNUSUALLY STRONG PERSON IN TERMS OF THE
REQUIREMENTS OF THE ORGANI|ZATION.
EXCELLED BY ONLY A FEW IN SUITABILITY FOR WORK
. N THE ORGANIZATION. S :

4.

ooo o oo

\ ;
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SECRET

.. Approved For Rele

26. CAN THINK ON HIS FEET.

Uob/

UE FIA-lRD

?“

0p02p01qooo]

*. COMES UP WITR SOLUTIONS TO

|

I

PROBLEMS.

28. STIMULATING TO ASSOCIATES:IA

** SPARK PLUG"®'.

29. TOUGH MINOED.

30. OBSERVANT.

31. CAPABLE.

32. CLEAR THINKING.

23. COMPLETES ASSIGNMENTS WITHIN

ALLOWABLE TIME LIMITS.

34. EVALUATES SELF REALISTICALLY.

3%5. WELL INFORMED ABOUT CURRENT

EVENTS.

38. DELIBERATE.

87. EFFECTIVE IN DISCUSSIONS WITH

ASSOCIATES,

38. IMPLEMENTS DECISIONS REGARD-

LESS OF OWN FEELINGS.

39. THOUGHTFUL OF OTHERS.

40. WORKS WELL UNDER PRESSURE.

41. DISPLAYS JUDGEMENT.

42. GIVES CREDIT WHERE CREDIT IS

DUE.

43. HAS DRIVE.

I
I
I
|
|
I
I
I
I
I
I
|
|
|
I
|

44. 1S SECURITY CONSCIOUS.

4%5. VERSATILE.

.46. HIS CRITICISM 15 CONSTRUCTIVE.

A47. ABLE TO INFLUENCE OTHERS.

48. FACILITATES SMOOTH OPERATION

OF HIS OFFICE.

49. DOES NOT REQUIRE STRONG AND

[
|
I
|
|
I
|
I
|
I
|
|
I
|
|
I
|
|
|
I
I
|
|

CONTINUDUS SUPERVISION.

80. A GOOD SUPERVISOR.

L________________________;___.

|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
I
|
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|
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|
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SECTION V

A. WHAT ARE HIS OUTSTANDING STRENGTHS?

B. WHAT ARE HIS.OUTSTANDING WEAKNESSESY
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SECTION Iy

This secti ! \ _
dn itself but acquires lits meaning in relation to a particular job or assljnmenl.
interpreted literally.

/n the left hand side of the page below are a series of statements that
| J the right hand side of the page are four major catejories of descriptions, The
vided into three small blocks; this is to allow you to make finer distinctions if you so desire,
ment on the {eft ~ then check the category on the right which beat
son you are rating. Placing sn * X' in the ‘'Not Observed‘
applies to an individual,
that the description is not at all suited to the individual.

apply in some degree to moat people.
scale within each category is di-
Look at the state-
tells how much the statement applies to the per-
column means you have no opinion on whether a phrase
Placing an " X* jn the “Does Not Apply*’ column means that you have the definite opinion

f I o '!5 unfavorable
The descriptjvo worda are to be

On

STATEMENTS CATEGORIES

APPLIES TO A
REASONABLE
DEGREE

APPLIES TO AN
ABOVE AVERAGE
DEGREE

APPLIES TO A
LIMITED
DEGREE

DOES
NOT -
APPLY

NOT
0B-
SERVED

APPLIES TO AN
OUTSTAND ING
DEGREE

ABLE TO SEE ANOTHER'S
"POINT OF VIEW.,

SAMPLES

X

PRACTICAL.

A GOOD REPQRTER OF EVENTS.

CAN MADE DECISIONS ON HIS OWN
WHEN NEED ARISES.

‘] 3. cautious IN acTioNn, '

HAS INITIATIVE,

UNEMOTIONAL.

ANALYTIC IN HIS THINKING,

CONSTANTLY STRIVING FOR NEW
KNOWLEDGE AND IDEAS.

GETS ALONG WITH PEOPLE AT ALL

SOCIAL LEVELS.

9. HAS SENSE OF HUMOR.

KNOWS WHEN TO SEEK ASSISTANCE.

s B e 1 e T s R e [ SRCUUE S NI ) SEENI ) UURSI O SUSUIN Sy S

CALM.

i

CAN GET ALONG WITH FEOPLE.

MEMORY FOR FACTS.

GETS THINGS DONE.

KEEPS ORIENTED .TOWARD LONG
TERM GOALS.

CAN COPE WITH EMERGENCIES.

HAS HIGH STANDARDS OF
ACCOMPL I SHMENT .

HAS STAMINA: CAN KEEP GOING

A LONG TIME. .

19. HAS WIDE RANGE OF INFORMATION.

20. SHOWS ORIGINALITY.

SN | PUCIE |y SUE (i) SUN § SN J SSUUW by SUNUG gy SIS i FUONUN b SN i S L—A e T e [ oUSsl Gy PRV [ SRR ) NENUE ) NS ) SO 0 SRS g S

21. ACCEPTS RESPONSIBILITIES.

22. ADMITS HiIS ERRORS.

bk

e B e B e B e B B I e B el e B e s [ e I nes I S SR g WS URTRS [y ISGIGHS [ DRURSWS I ISUSION SRS SN | SN S

RESPONDS WELL TO SUPERVISION.
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EVEN. DISPOSITION.
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¢IELD FITNESS REPORT TRANSMITTAL
SECTION A

LAST-FIRST-MIDDLE

1. NAME OF EMPLOYEE (In pseudonym)

—0R

I certify that, during the latter half of the period covered by this report, I have discussed with the rated individ-
_'ual the mannee in which he has performed his job and provided suggestions and criticisms wherever needed. I believe

that his understanding of my evaluation of his performance is consistent with my evaluation of him as evidenced by

this fitness report and 1 have informed him of his atrendths, weaknesses, and on-the-job effectiveness. If perform-

ance during the report period has been unsatisfactory, there is attached a
unsatisfactory performance.

copy of the memorandum notifying him of

TTbis report D hasC] has not been shown to the individual rated.
1

+‘z. TH1S DATYE

| HAVE REVIEWED THIS REFORT (Comments, if ony,
"4, THIS DATE 5.
- .
I,\ SPECIAL NOTE .

3. SIGNATURE OF RATER IN PSEUDONYM ( “mployee’s immediste supervisor)

are reflected by attached memorandum)

5IGNATURE OF REVIEWING OFFICIAL IN PSEUDO (Officlal next higher in line authority)

and support personnel and others whose duties Jdo not in themselves reveal sources of information and methods of oper-
ation, it is normally expected that a complete and realistic statement of major duties may be revorted in Item 23 of
Section II. lowever, the nature, source, purpose or disposition of information or operations will not be included.
T)n the other hand, the descrintion of svecific nsaignments or tasks of certain other employees may jeoperdize se-

TThis form must be prepared with duec regard for security considerations. Ffor example, in thecase of administrative

curity and shouldnotbe fully reported on, this form. In these cases, a broad general statement of specific assign-
ments or tasks will be included in Item y.{of Section Il lodicating the level of responsibility.

»
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The Fitness Report is an iImportent factor in organization personnel management. It seeks to provide:
I. The orgenization selection board with information of value when consldering the spplication of an
individual for membership In the career staff; and P

2. A periodic record of job performance as an aid to the effective utilization of personnel.

I . . ‘ " INSTRUCTIONS ' ' : :
:3-TO THE FIELD ADMINISTRATIVE OR PERSONNEL OFFICER: Con- revealed by his day-to-day activities. If this individ-
i Gsult current field administrative instructions regarding val has been under your supervision for leas than 30 h

i the initiation and transmittal of this report to head- days, you will collaborate, if practicable, with his . i
quarters. - previous supervisors to make sure the report is accurate '
_ and complete. Primary responsibility reats with the
i THE FIELD SUPERVISOR: Read the entire form before current supervisor. It is assumed that, throughout the
lattempting to complete any item. As the supervisor who ‘period this individual has been under your supervision,

 assigns, directs and reviews the work of the individual, you . have discharged your supervisory responsibilities
you have primary responsibility for evaluating his by frequent discussions of hia work, so that In a gen-
strengths, weaknesses, and on- the- job effectiveneas as eral way he knows where he stands, :

IT IS OPTIONAL WHETHER OR NOT THIS FITNESS REPORT IS SHOWN 70 THE PERSON BEING RATED

—A . —

: SECTION I
'rLEsz BLANK - FOR HEADQUARTERS USE ONLY 1. DATE OF .BIRTH 2. SEX |3. SERVICE DESIGNATION
GRADE 8. STATION DESIGNATION (Current)
DUE DATE OF THIS REPORT . 7. PERI1OD COVERED BY THIS REPORT (Inclusive dates)

SECTION 11 (To be completed by field supervisor)
CURRENT POSITION N ' 2. DATE ASSUMED RESPONSIBILITY FOR POSITION

STATE THE SPECIFIC ASSIGNMENTS OR TASKS WHICH ARE TYPICAL OF THOSE GIVEN TO THE EMPLOYEE DURING THE PAST THREE
TO S1X MONTHS (List in order of frequency) : : .

ey,

SECTION Ill (To be completed at headquarters only) ] - :
Do NOT COMPLETE - FOR HEADQUARTERS USE ONLY

AUTHENT ! CATION OF REPORT AND SIGNATURES
1. NAME OF RATER (True) 3. NAME OF REVIEWING OFFICIAL IN FIELD (True)

~. THIS REPORT [ was [_] WAS.NOT SHOWN TO THE INRIVIDUAL BEING RATED.

4., DATE REPORT AUTHEN- 5. NAME AND SIGNATURE OF ADMINISTRATIVE OR PERSONNEL OFFICER AT HEADQUARTERS
TICATED AT HOS. AUTHORI ZED TO AUTHENTICATE FITNESS REPORT AND SIGNATURES

00016

ISR

: fease 20 ST CIA: oL PR
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=<H " 0g YOU FEEL THAT HE REQUIRES CLOSE SUPERVISION? | jwo [ 1 ves. (F YES, WHY? c.

WHAT TRAINING DO YOU RECOMMEND. FOR THIS

INOIVIDUALY

OTHER COMMENTS (JIndicate here general traits, specific habits or character

jastics not covered eslsewhere in the

report but which have a bearing on effective utilization of this person):

SECTION VI

Read all descriptions before rating.

Place ** X" in the most appropriate box under subsections A,B,C,&D

it

jood o

DIRECTIONS: Consider vnly the skill with which the
perason has performed the duties of hia job and rate
him accordingly. ’

DOES NOT PERFORM DUTIES ADEQUATELYs HE 1S
INCOMPETENT,

BARELY ADEQUATE IN PERFORMANCEr ALTHOUGH HE
HAS HAD SPECIFIC GUIDANCE OR TRAINING, HE
OFTEN FAILS TO CARRY OUT RESPONSIBILITIES
COMPETENTLY.,

PERFORMS MOST OF HIS DUTIES ACCEPTABLYs OCCA.
SIONALLY REVEALS SOME AREA OF WEAKNESS.
PERFORMS DUTIES IN A TYPICALLY COMPETENT,
EFFECTIVE MANNER.

A FINE PERFORMANCE: CARRIES OUT MANY OF HIS
RESPONSIBILITIES EXCEPTIONALLY WELL.
PERFORMS HIS DUTIES IN SUCH AN OUTSTANDING
MANNER THAT HE 1S EQUALLED BY FEW OTHER PERe
SONS KNOWN TO THE RATER.

15 THIS INDIVIDUAL BETTER QUALIFIED FOR WORK [N SOME
OTHER AREA? [__1wo [__ves. |IF YES, WHAT?

oy

e

R

C. DIRECTIONS: Based upon what he has said, his actions,
and any other indications, give your opinion of this
person's attitude toward the organization.

HAS AN ANTAGONISTIC ATTITUDE TOWARD THE ORGAN-
JZATION..WILL DEFINITELY LEAVE THE ORGANIZATION
AT THE FIRST OPPORTUNITY.

HAS STRONG NEGATIVE ATTITUDE TOWARD ORGANI|ZA-
TION...IRKED BY RESTRICTIONS...REGARDS ORGAN-

| ZATION AS A TEMPORARY STOP UNTIL HE CAN GET
SOMETHING BETTER.

TENDS TO HAVE AN UNFAVORABLE ATTITUDE TOWARD
THE ORGANIZATION..BOTHERED BY MINOR FRUSTRA-
TIONS, .WILL QUFT IF THESE CONTINUE.

H15S ATTITUDE TOWARD THE ORGANIZATION 1S INDIF-
FERENT...HAS “"WAIT AND SEE" ATTITUDE..WOULD .
LEAVE |F SOMEONE OFFERED HIM SOMETHING BETTER.
TENDS TO HAVE FAVORABLE ATTITUDE TOWARD ORGANI-
ZATION. .MAKES ALLOWANCES FOR RESTYRICTIONS
IMPOSED BY WORKING.FOR ORGANIZATION..THINKS

IN TERMS OF A CAREER IN THE ORGANIZATION.
DEFINITELY HAS FAVORABLE ATTITUDE TOWARD THE
ORGANIZATION..BARRING AN UNEXPECTED OUTSIDE
OPPORTUNITY, WILL PROBABLY ENDEAVOR T0 MAKE A
CAREER IN THE ORGANI[ZATION.

HAS AN ENTHUSIASTIC ATTITUDE TOWARD THE ORGAN-
1 ZATION..WILL PROBABLY NEVER CONSIDER WORKING
ANY PLACE BUT IN THE ORGANIZATION.

B. DIRECTI

ONS: Considering others of this person's grade

and type of assignment, how would you rate him on
potentiality for assumption of greater responsibili-
ties normally indicated by promotion.

100 0 0l

HAS REACHED THE HIGHEST GRADE LEVEL AT WHICH
SATISFACTORY PERFORMANCE CAN 8E EXPECTED.

IS MAKING PROGRESS: BUT NEEDS MORE TIME IN
PRESENT GRADE BEFORE PROMOTION TO A HIGHER
GRADE CAN BE RECOMMENDED. .

IS READY TO TAKE ON RESPONSI!BILITIES OF THE
NEXT HIGHER GHADE, BUT MAY NEED TRAINING IN
SOME AREAS,

WiLL PROBABLY ADJUST QUICKLY TO THE MORE
RESPONSIBLE DUTIES OF THE NEXT HIGHER GRADE.
1s ALREADY PERFORMING AT THE LEVEL OF THE NEXT
HIGHER GRADE.

AN EXCEPTIONAL PERSON WHO 1S ONE OF THE FEW
. WHO SHOULD BE CONSIDERED FOR RAPID ADVANCE-
MENT.

Approved For Release 2000/06/01 Tl

3.

0000 000

CEPTED HIM

D. DIRECTIONS: Consider everything you know about this
person im making your rating..skill in job duties,
conduct on the job, personal characteriatics or
habits, and special defects or talents, '

DEFINITELY UNSUITABLE « HE SHOULD BE SEPARATED.

OF DOUBTFUL SUITABILITY..WOULD NOT HAVE AC-

IF | HAD KNOWN WHAT 1 KNOW NOW.

A BARELY ACCEPTABLE EMPLOYEE..DEFINITELY BELOW
AVERAGE BUT WITH NO WEAKNESSES SUFFICIENTLY
OUTSTANDING TO WARRANT HIS SEPARATION.

A TYPICAL EMPLOYEE..ME DISPLAYS THE SAME SUITA-
BILITY AS MOST OF THE PEOFLE | KNOW IN THE
ORGAN! ZATION.

A FINE EMPLOYEE -
STRENGTHS.

AN UNUSUALLY STRONG PERSON IN TERMS OF THE.
REQUIREMENTS OF THE ORGANTZATION,

EXCELLED BY ONLY A FEW IN SUITABILITY FOR WO RK
iN THE ORGAN1ZATION, :

HAS SOME OUTSTANDING

L ' :
A-RDP90-00708R000200100001-6
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Ul L - SECTION 1V : o
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terpreted literally. -

!iOn the left hand side of the page below are a series of statements that apply in some degree to most people. On
= {the right hand side of the page are four major catefories of descriptions. The scale within each category is di-
‘vided into three small blocks; this is to allow you to make finer digtinctions if you so desire. Look at the state-
ment on the left « then check the category on the right which best tells how much the statesient spplies to the per-
son you are rating. Placing an * X' in the '"Not Observed: column means you bave no opinion on whether a phrese :
\applies to an individual, Placing an “ X4 in the “Does Not Apply** column means that you have the definite opinion f
:’ith-t the description is not st all suited to the individual, v .

I, STATEMENTS ' CATEGORIES :
. : :
NOT DOES APPLIES TO A | APPLIES TO A { APPLIES TO AN APPLIES TO AN 8
oB- NOT LIMITED REASONABLE ABOVE AVERAGE | OUTSTANDING
SERVED APPLY DEGREE DEGREE DEGREE DEGREE

A. ABLE TO SEE ANOTHER'S
POINT OF VIEW.

SAMPLES

B. PRACTICAL.

[ <

1. A GOOD REPORTER OF EVENTS.

2. CAN MAKE DECISIONS ON HIS OWN
WHEN NEED ARISES,

L4 3. CAUTIOUS IN ACTION.

i

|
T 4. WAS INITIATIVE.

. 1

4

3

| 8+ UNEMOTIONAL.

6. ANALYTIC IN HiS THINKING.

! 9. CONSTANTLY STRIVING FOR NEW

SOCIAL LEVELS,

71 9. HAS SENSE OF HUMOR.

KNOWLEDGE AND (DEAS.
8. GETS ALONG WITH PEOPLE AT ALL
1
i
1
1'|0~ KNOWS WHEN TO SEEK ASSISTANCE.

L At4e CALM.
le. CAN GET ALONG WITH PEOPLE, {

13. MEMORY FOR FACTS.

Tu. GETS THINGS DONE.  ~ :
1
|

t5. KEEPS ORIENTED TOWARD LONG
- TERM GOALS.
Tle. CAN COPE WITH EMERGENCIES.

L.it7. HAS HIGH STANDARDS OF

Lid
i ACCOMPL I SHMENT,
18. HAS STAMINA: CAN KEEP GOING

A LONG TIME.

‘y9. HAS WIDE RANGE OF INFORMATION.

]-;O- SHOWS ORIGINALITY.

1 él. ACCEPTS RESPONSIBILITIES.

B B e I B I e B T B R S N A I e B e B e B s B e B e

rzz. ADMITS HIS ERRORS.

|
|
|
|
I
|
|
|
l
|
|
l
|
I
|
l
l
|
l
I
l
l
I
|

R O O O -

; RESFONDS WELL TO SUPERYISION. ) 1

\r24- EVEN DISPOSITION.

. s e rAPRrOVadiFonReleass 24007061071 | GIAPRD 8RY002001p0001-6
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.1+ COMES UP WITH SOLUTIONS TO
| PROBLEMS. .

28. STIMULATING TO ASSOCIATES: A
’ ** SPARK PLUG*".

[29. TOUGH MINDED.

20. OBSERVANT.

491, CAPABLE.

3 N

i faz. CLEAR THINKING.

133, COMPLETES ASSIGNMENTS WITHIN
{ ALLOWABLE TIME LIMITS,.

iT!l- EVALUATES SELF REALISTICALLY.

% 1.7 WELL INFORMED ABOUT CURRENT
’ EVENTS .

? ag. DELIBERATE.

| . 37. EFFECTIVE IN DISCUSSIONS WiTH
3 i ASSOCIATES.

38. IMPLEMENTS DECISIONS REGARD-
LESS . OF OWN FEELINGS.

40. WORKS WELL UNDER PRESSURE.

}—
"af. DISPLAYS JUDGEMENT.

—a

42. GIVES CREDIT WHERE CREDIT 1S
DUE.

-

43. HAS DRIVE.

A4. 1S SECURITY CONSCIOUS.

4%. VERSATILE.

a

46. HIS CRITICISM 1S CONSTRUCTIVE.

47. ABLE TO INFLUENCE OTHERS.

48. FACILITATES SMOOTH OPERATION
OF HIS OFFICE. -

49. DOES NOT REQUIRE STRONG AND
CONTINUOUS SUPERVISION.

__I

|
|
|
|
|
I
|
I
|
|
|
|
' | |
|
|
l
|
|
|
|
|
l

| | |
| B
| T |1
| T |1
| B
| T [
| ]
| T [ 1
| .
| C 1 11
| C [ 1
| T 1
| T | 1
| LT ||
| 1 |1
| |1
| [T |1
| C T ]
| 11
| C 1
| 11
| [T | |
| CT 11
| C 1]

50. A GOOD SUPERVISOR. l'

SECTION V

A. WHAT ARE HIS OUTSTANDING STRENGTHS?

B. WHAT ARE H15 OUTSTANDING WEAKNESSES?

L IPRATE A R (N R gk
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The Fitness Report ls sn importent factor In agency personnel mansjement, [t zeeks to provide;
N 2. The agency selection board with Information of value when considering the spplicatlion of
an individual for membership in the carser service! and ’

3. 4 periodic record of job performance as an ald to the effective utiliszation of personnel.

INSTRUCTIONS

TO THE ADMINISTRATIVE OR PERSONNEL OFFICER: Consult current sdminlatrative inetructions regarding the initistion
and transmititnl of this report. , c . . - . - .

-]

TO THE SUPERVISOR: Read the entirs form before attempting to complete any {tem, Aw the wsupervisor who assi¢ns,
directs and reviews the work of the Individual, you haveprimary responaibility for evaluating his strendths, weak-
nesses, and onethe-job sffectivaness as revealed by his day-to-day activities, If this individual has been under
your supervision for less than 30 dasys, you will collaborate with his previous asupervisors to make sure the report
is sccurate and completn, Primary responsibility rests with the cursrent supervisor. 1t ia sssumed that, through-
oul the period this Individual hae been under your aupervislon, you Nave discharged your supervisory reaponaibitie
ties by freguent discussions of his work, ao that in a general way ‘he knows where he stands, i U N

Pa : . R

i

4
H

(e S-.-

I7 1S OPIIONAL WHETHER OR NOT THIS FITNESS REPORT IS SHOWN TO THE PERSON BEING RATED

e i e il e = S

SECTION |- (To de fllled in by Administrative Officer)’ i

1+ NAME (Lant) T (riret) -(Middle) 2. DATE OF BIRTH | 8. SEX | 4. CAREER DESIGNATION
. e ‘ S D : ‘ . . . o
8. DATE OF ENTRANCE ON DUTY 8. OFFICE ASSIGNED TO 7. BIVISION 1. BRANCH o ‘
' N . - . . . - T
9. NATURE OF ASSIGNMENT . {10« IF FIELD. SPECIFY STATION: 11+ GRADE 5 .
[ eeranmuentar () fitLe” ' T B o ' .
t2. DATE THAT THIS REPORT I3 DUE T [t3. PERIOD COVERED BY THIS REPORT (Incluaive dates)

SECTION 1| (To be filled in by Supervisor)
! o 2. DATE ASSUMED RESPONSIBILITY FOR POSITION

1o CURRENT POSITION

14 Y -'

.. dn order of frequency):

PP S

A R { ,

: . . N
b4 4 (i s oy fs [}
e .- [ re

READ THE ENTIRE FORM BEFORE ATTEMPTING TO COMPLETE ANY TTEM

e WHAT SPECIFIC AS5IGNMENTS OR TASKS ARE TYP ICAL OF THOSE GIVEN TO MIM DURING THE PAST THREE TO SiX HONTHS_(ZIi!I”
‘ Ot AU SN UUE RPN IRRITE FOPS 2 B

- ‘ SECTION 111

I certify that, during the latter half of the porlod covered by this report, I have discussed with the rated Indi-
vidual the manner.in which he has performed hism job and provided suggentions and criticiame wherever needed. I bes
lieve that his understanding of my evaluation of hie performance is consistont with my evaluation of him as evi-
denced by this fitness report and I have informed him of hie wtrengths, weaknesscs, and one the-Job effectiveness.
If performance during the report period has besn unmetisfactory, there Ia attached & copy of the memorandum noti-
tying him of unsatisfactory performance, ' .

Thia report [:___] has E: has not been ehown io the individual rated.

THES DATE .. NAME AND aunuu‘n of RATch (Employec'e lomediate supervisor)

| HAVE REVIEWED THIS REPORT (Comments, if any, are reflected by attached memorandum)

THIS DATE NAME AKD JUGNATUARL OF ALYILWING OFFictAL (ofljclzlunoxt higher In Tine of euthority)

| I ' o 'y .

)
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This section iv provided av an aid 'in deecribing the iIndividual, Your dolerlplfbn
in dtaelf but scquiree jte meaning In relation to @ particular job or aszignment,
interpreted literally. . ; ' )

On the left hand aide ol the page below are a series of statements that apply
the right hand side of the page are four major categories of descriptions, The
vided into. three emall blocke; thie s to allow you to meks
ment on the left - then check the category on the right which best tells how much th
son you are rating, Placing an X in the t1*Not Observed' column means you have
spplies to an individual. Placing an X In the "Does Not Apply*
that the description is not at all sulted to the individuval. .

in

tiner distinctions 1f you #»o desire,

is not favorabls or unfavorable
The descriptive words are to be

some dc‘r;l to moat peopfe. On

scale within each category i di-

Look at the state-
o statement applles to the pere
no opinion on whather & phrase

column means that you have the definite opinion

CATEGORIES

!
}

o STATEMENTS

NOT
0B~

DOES
NOT

APPLIES TO A
LIMITED

APPLIES TO A
REASONABLE

APPLIES TO AN
ABOVE AVERAGE
DEGREE

APPLIES TO AN
OUTSTAND ING
DEGREE

SERVED | APPLY DEGREE DEGREE

A. ABLE TO SEE ANOTHER'S

. POINT OF V{EW,

SAMPLES -

8. PRACTICAL.

=Y

A GOOD REPORTER OF EVENTS,

|

CAN MAKE DECISIONS ON HIS OWN

WHEN NEED AR!SES.

CAUTIOUS IN ALCTION.

HAS INITIATIVE,

UNEMOTIONAL,

. ANALYTIC IN HIS THINKING.

CONSTANTLY STRIVING FOR NEU:

: KNOWLEDGE AND IDEAS,

GETS ALONG W{ITH PEOPLE AT ALL

. SOCIAL LEVELS,

HAS SENSE OF HUMOR.

KNOWS WHEN TO SEEX ASS1STANCE.

CALM.

MEMORY FOR FACTS.

. GETS THINGS DONE.

15. KEEPS ORIENTED TOWARD LONG

TERM GOALS.

CAN COPE WITH EMERGENCIES.

17, HAS HIGH STANDARDS OF

ACCOMPL I SHMENT.

HAS STAMINA)

1e. CAN KEEP GOING
-4

A LONG TIME.

19, HAS WIDE RANGE OF INFORMATION. !

20. SHOWS ORIGINALITY,

21, ACCEPTS RESPONSIBILITIES.

22. ADMITS WIS ERRORS,

23, RESPONDS WELL 7O SUPERVISION,

: -
24, EVEN DISPOS}TION.

I
|
|
I
I
I
I
I
|
I
I
I
I
I
I
I
|
I
I
|
I
I
I
I

I
I
I
I
|
I
I
I
I
I
|
il
|
|
I
I
I
I
I
|
|
I
I
I
I

rd .

I
|| I

| I

|| I

[ | I

|| I

[ I

|| I

| I

[ | I

|| I

|| I

— [l [
CAN GET ALONG WITH PEOPLE. | ' I I I
- ' || I
L | I

| | I

[ | I

|| I

I I

[ ] I

| I

[ ] I

| I

| I

|| I

| I

48! ABLE Y0 DO WIS JOB WITHOUTY -

]

1
| [ ]
| ]
| ]
| ]
| ]
| ]
| ]
| ]
| ]
| ]
| ]
| 1
B 1
| 1
| ]
| ]
| ]
| ]
| ]
| ]
I ]
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PROBLEMS.

A

COMES UP WITH SOLUTIONS Tbi

_STIMULATING TO ASSOCIATES|
“* SPARK PLUG™. _4!

- -

TOUGH MINDED.

OBSERVANT. :

 CAPABLE. ) .

R e o o - . . JR—

" CLEAR THINKING,

 COMPLETES ASSIGNMENTS WITHIN
ALLOWABLE TIME LIMITS,

[ . EVALUATES SELF REALISTICALLY,
ko ’ .
[ 38. WELL INFORMED ABOUT CUARENT
B EVENTS.,

]
- 38, DELIBERATE.
: 97. EFFECTIVE (N DISCUSSIONS WITH
i ASSOCIATES,

f-?! . LESS OF OWN FEELINGS.

" 239, THOUGHTFUL OF OTHERS.

40. WORKS WELL UNDER PRESSURE.

42. GIVES CREDIT WHERE CREDIT 18
OUE., : °

£3. HAS DRIVE. '

- Ti | 41 bispLAYS JUDGEMENT.
¥

44. 1S SECURITY CONSCIOUS.

46. WIS CRITICISM IS CONSTRUCTIVE..

47. ABLE TO INFLUENCE OTHERS.

T‘ 4%, VERSATILE.

48. FACILITATES SMOOTH OPERATION
OF HI1S OFFICE, :

49. DOES NOT REQUIRE STRONG AND
_CONTINUOUS SUPERVISION. -

|
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E. WHAT TRAINING DO YOU RECOMMEND FOR ™IS . ' -

1

OTHER COMMENTS (Indicete here general traits, specific habits or chnrnctortl!lcl not eovorod .ll"hlrl ln the.
report but which have s bearing on offce!lva utilization of this P'flﬂﬂ)’ S i

: ‘ SECTION VI — :

Read all descriptiona before rating.

Place * X* in the most appropriate box under subsections 4,B,C,aD

A+ DIRECTIONS: Consider only the akilff with which the
person has perforned the duties of his job end rate.

him sccordingly.

B

] 1. 0oes NOT PERFORM DUTIES ADEQUATELY: HE I3
INCOMPETENT.
[T77J 2. saRELY ADEQUATE IN PERFORMANCE:D ALTHOUGH HE

HAS WAD SPECIFIC GUIDANCE OR TRAINING, HE

OFTEN FAILS TO CARRY OUT RESPONSIBILITIES

COMPETENTLY .

PERFORMS MOST OF HIS DUTIES ACCEPTABLY:

STONALLY REVEALS SOME AREA OF WEAKNESS,

PERFORMS DUTIES IN A TYPICALLY COMPETENT,

EFFECTIVE MANNER.

[C"J s 4 FINE PERFORMANCE) CARRIES OUT MANY OF HIS

_ RESPONSTSILITIES EXCEPTIONALLY WELL. :

"{Z_"] ¢. rerroaMs Mis DUTIES IN SUCH AN OUTSTANDING |

‘ MANNER THAT WE IS EQUALLED BY FEW OTHER PER- -
SONS KNOWN T0 THE RATER. -

IS THIS INDIVIDUAL BETTER QUALIFIED FOR WORK 1N SOME -

OTHER AREA? w6  [_]ves. GF YES, WHATY '

O

0CCA-

3

C. DIRECTIONS: Bassed upon what he has said, his actions,
and any other indlications, glve your opinion of lhll
peraon®s attitude toward the afency.

3
-

MAS AN ANTAGONISTIC ATTiTUDE TOWARD THE AGENCY
«oWILL DEFINITELY LEAVE THE AGENCY AT THE FIRSY
OPPORTUNITY. i
HAS STRONG NEGATIVE ATTITUDE TO'ARD AGENCY. .o
JRKED BY RESTRICTIONS. . REGARDS AGENCY AS A
TEMPORARY STOP UNTIL HE CAN GET SOMETHING
‘BETTER.
TENDS TO HAVE AN UNFAVORABLE ATTITUDE TOWARD
THE AGENCY..BOTHERED BY MINOR FRUSTRATIONS..
WiLL QUIT IF THESE CONTINUE,
H1S ATTITUDE TOWARD THE AGEHCY 1S INDIFFERENT
ves HAS ** WAIT AND SEE'* ATTITUDE..WOULD LEAVE IF
SOMEONE OFFERED HIM SOMETHING BETTER.
TENDS TO HAVE FAVORAGLE ATTITUDE TOWARD AGENCY
s JMAKES ALLOWANCES FOR RESTRICTIONS IMPOSED B8Y
WORKING FOR AGENCY..THINKS IN TERMS OF A CAs
REER IN THE AGENCY, i
DEFINITELY:- HAS FAVORASBLE ATTITUDE TOWARD THE
AGENCY..BARRING AN UNEXPECTED OUTSIDE OPPOR». *
CTUNITY. WiLL PROBABLY ENDEAVOR TO WMAKE A
CAREER IN THE AGENCY.
HAS AN ENTHUSIASTIC ATTITUDE TOWARD THE AGENCY
++WILL PROBABLY NEVER CONSIDER wonKlNG ANY
PLACE 6UT IN ]'HE AGENCY . N

wn F¥
e
s
e
)

B. DIRECTIONS: Considering others of this person's grade

. _end type ol assignment, how would you rate him on-
‘potentiality for assumption of greater rolponllblll-
_tiel normally indicated by promotion.

1. QAS'REACHED THE HIGHEST GRADE LEVEL AT WHICH

SATISFACTORY PERFORMANCE CAN BE EXPECTED.

IS MAKING PROGRESS, BUT NEEDS MORE TIME 1IN

PRESENT GRADE BEFORE PROMOTION TO A HIGHER

GRADE CAN BE RECOMMENDED.

S READY TO TAKE ON RESPONS{BILITIES OF THE

NEXT HIGHER GRADE, BUT MAY NEED TRAINING [N

SOME AREAS. :

WILL PROGABLY ADJUST QUICKLY TO- THE MORE

"RESPONSIOLE DUTIES OF THE MEXT MIGHER GRADE,

3.

8.
HIGHER GRADE,
AN EXCEPTIONMAL PEASON WHO §8 ONE OF THE FEW

WHO SHOULD UE CONSIDERED FOR RAPID ADVANCE
N[NT.

§$ ALREADY FERFORMING AT THE LEVEL OF THE NEXT
- -t

D. DIRECTIONS: Contider everything you know sbout this
porson Im making your rating..akill in Job duties,
conduct on the job, personal characterlatics or
hablll, and special defects or talents.

_DEFINITELY UNSUITABLE « HE SHOULD BE SEPARATEO.

OF DOUBTFUL SUITABlLlTY..WUULD NOT HAVE AC-
CEPTED HIM tF 1| HAD KNOWN WHAT | KNOW NOW,

A BARELY ACCEPTABLE EMPLOYEE..ODEFINITELY BELOW
AVERAGE BUT WITH NO WEAKNESSCS SUFFICIENTLY
OUTSTANDING TO WARRANT HIS SEPARATION.

A TYPICAL EMPLOYEE..ME DISPLAYS THE SAME SUITA-
BILITY AS MOST OF THE PEOPLE | KNOW IN THE )
AGENCY .

‘A FINE EMPLOYEE - HAS SOME OUTSTANDING
STRENGTHS,. ’

AN UNUSUALLY STRONG PERSON IN TERMS OF THE
REQUIREMENTS OF THE AGENCY.

EXCELLED BY ONLY A FEW I[N SUITAUILITV FOR WORK
N THE AGENCY.

DDD’D-D-DD
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=4 o "~ GUIDE FOR COMPLETING FORM NO. 45: FITNESS REPORT

- B " PREFACE

. This handbook 1s for the guidance of supervisors and administrative
officials in completing Fitness Reports. General policy and procedural
guidance is provided in R and [IIINININGGEGEGEGEGEGEGEGEGGE :d on the
Fitness Report forms.

CONFID'E'NTIAL
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GUIDE FOR COMPLETING FORM NO. 45; FITNESS REPORT
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4, GUIDANCE FOR MPLETING THE FITNESS REPORT

(PART I) PERFOR)

CE .
5. SUGGESTIONS FOR Tﬁh‘\ BERVIEW WITH THE EM-
PLOYEE WHEN SHOWING HI EFORM. . . . . 6

6. GUIDANCE FOR COMPLETING THE
(PART 1I) POTENTIAL .

7. THE IMPORTANCE OF THE RATER .
8. THE ROLE OF THE REVIEWING OFFICIAL .

Figs. . )
1. FITNESS REPORT (PART I) PERFORMANCE e .. 110
2. FITNESS REPORT (PART II) POTENTIAL . . .'. . . 13
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GUIDE FOR COMPLETING FORM NO. 45:” FITNESS REPORT

1. WHAT IS A FITNESS REPORT?

a. A Fitness Report is a form for recording: the opinion’of a supervisor
about the work performance, suitability for employment, and poten-
tial of a subordinate. The report is only one element in the general
evaluations which are constantly being made of employees. Reports
which are prepared carefully will be extremely valuable for considera-
tion in connection with the development of career plans and the
review of personnel actions. On the other hand, reports which do
not fairly reflect the individual’s performance and potential may lead
to personnel actions which are detrimental to the individual, the
supervisor, and to the Organization.

b. Fitness Reports will be of primary interest to two groups. Em-

ployees, being rated or evaluated, are rightfully interested because
of their natural desire to know where they stand with their super-
visor(s). It is the firm policy of this Organization to support this
right of the individual. It is clear that management requires in-

formation on personnel performance and potential. The report is -

designed so that both of these interests are met through differenti-
ating between the evaluation of job performance — the subject of
particular concern to the employee and his immediate supervisor, and
the evaluation of potential — the subject of particular interest to
secondary levels of supervision and to career service elements. Opin-
ions, and therefore reports, concerning an individual's performance
or potential can and will differ legitimately. All that is required is
that each supervisor give his honest opinion after carefully observing
his subordinate in action. Over a period of time the series of reports
prepared by several different supervisors will provide a progressively
more accurate evaluation of the individual concerned.

2. BACKGROUND OF THE NEW FITNESS REPORT

The initial evaluation system in the Organization was the Personnel
Evaluation Report (PER) introduced in 1952, It was superseded by the
first Fitness Report, introduced on an experimental basis in November
1954, which was designed to provide a report more suitable for selection
purposes. With the introduction of the Fitness Report, plans were laid
for continuing study of the evaluation program. The study was largely

.concerned with finding out what supervisors at all levels wanted in-a

fitness report. This approach recognizes the controversial nature of fit-
ness reporting, there being almost as many opinions about it as there
are people. What a majority wanted and how the majority. were using
the Fitness Report became the basis for the current change. Specific
steps in the development were as follows:

4
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2. -nalysis of the replies of supervisors to the questionnaire cii‘culated

whout the November 1954 Fitness Report.

b. Analysis of the content of completed Fitness Reports and statistical
studies pertaining thereto. ' .

¢. Interviews with Operating Officials, administrative officers, super-

visors, and personnel officers throughout the Organization concern-.

ing this subject. ,

d. Development of a revised Fitness Report, reflecting the findings that
had been arrived at, in order to provide a basis for further discussions.

e. Submission of this proposed revision to a number of Operating Offi-
cials, administrative officers, supervisors, and personnel officers, from
all components, in a series of meetings for pro and con discussions
concerning all aspects of evaluation reporting. Each group spent
much time in analyzing and discussing the proposed report, sug-
gested changes, and the policies and procedures which should govern
its use.

f. The draft of the Fitness Report revision was further, and quite
markedly, altered as a result of these meetings and presented to a
task force of the Career Council especially appointed for this purpose.

g. The second revision was then submitted to the operating and admin-
istrative officials to be sure the substance of their criticisms and
recommendations had been incorporated.

h. When general agreement was indicated, the proposed Fitness Report
revision was recommended to the Career Council by the task force.
The Council adopted the revised Fitness Report.

3. THE TWO PARYTS OF TEE FITNESS REPORT FORM

_Job performance and potential were the two points emphasized during

discussions with makers and users of Fitness Reports. The revisions

reflect this emphasis. The emphasis on job performance is consistent

with the individual’s right to know how he is doing; the emphasis on
potential is consistent with the Organization’s right to obtain informa-
tion permitting effective and fair planning. The two uses of the Fitness
Report are differentiated and put into separate parts of the form ((Part
1) Performance and (Part II) Potential) to permit the application of
the different policies appropriate to the purposes in each case. The Fit-
ness Report is not designed to provide a numerical rating of an individ-
ual. It is Organization policy that no such rating, either numerical or
otherwise, be applied to employees as & product of completed Reports.

a. (Part I) Performance (figure 1) is designed to elicit the supervisor's
opinion concerning the’on-the-job performance of the individual
It is concerned with the productivity and quality of performance of
the employee on the job he is performing. It is Organization policy
that the employee has the right to see this part after completion by
the supervisor. Under the limited circumstances listed below, how-

© 2
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ever, the supervisor may elect not to show the _report, to the employee
unless it supports an adverse action:

(1) When there exists unusual operational circumstances such as
those at a small station where the rater and the individual being

evaluated are working and living in very close proximity and -

constant social interchange between them is necessary.

(2) When, for medical or psychological reasons, it would be ill-
advised to show the individual the report;

(3) When security considerations preclude showing the report,

(4) When the supervisor and individual being rated are so physically
separated that it is impractical to show the report.

When the supervisor elects not to show the report to the individual
being rated, for one or more of the above reasons, he shall give the
reasons for his action in section B of (Part I) Performance. The in-
dividual may subsequently be shown the report by the head of his
Career Service upon request, security considerations permitting.
Suggestions for the conduct of the discussion or interview which will
accompany the showing of the report are given in paragraph 5, below.”

(Part II) Potential (figure 2) is designed to provide Operating Offi- . ...

cials and personnel officers with an opinion concerning the potential
of the employee. Such information is necessary if due consideration
is to be given the employee in assignments, promotions, selection for
membership in the Carcer Staff and other actions affecting his status.
This part of the report secks to provide management with the type
of information it should have to use and develop personnel., Organ-
ization policy preseribes that this part WILL NOT BE SHOWN to the
individual being rated. The policy of not showing Part II of the
Fitness Report to the rated individual is no? to be construed as pro-
hibiting discussions, at appropriate times not related to the Fitness
Report, between the supervisor and the rated individual regarding the
career potential.and work environment characteristics of the rated
individual. Such discussions should be encouraged. The supervisor
has the right, generally the obligation, to explain his views to the
rated individual, and the rated individual has the right to inquire as
to his potential and the means available toward improving that
potential, ' '

GUIDANCE FOR COMPLETING THE FITNESS REPORT (PART I)
PERFORMANCE '

SECTION A. GENERAL

The items of this section should be completed accurately and use
should be made-of official records, as necessary. Special instruc-
tions * for completing ot omitting items of this part of the report
in the foreign field should be carefully observed.

e iy

s Form No.- 45a: Fleld Transmittal-Fitness Report (not attached).

: 3
CONFISENTIAL

e Appfoved ‘For.Release '2000'/06_/_'0 17_§.QIA-RDP96=00708 R000200100001-6 -

CUME 4

R S



' -
Lo - LI QYK
Loz e Quds

Approved For Release 2@0/08/8141181A-RDP90-00708R000200100001-6 .
N Zi caauary 1956 ) : ' i ™
Lﬂ;f“»g . ‘ N ' ‘ . ] \\_'/‘
] +ZCTION B, CERTIFICATION.

S ) Item 1. For the Rater: The supervisor rating a subordinate

i3 should refer to paragraph 3a, above, for guidance con-

- . cerning exceptions to the policy of showing Part I of

: the report to the subordinate.

| i . Subitem A — The last statement of this part of the
= : certification is not to be confused with Item 1. Item
' 1 will be used to indicate whether the individual be-
ing rated was shown the completed Part I of the
i , report. The final statement of subitem A should be
L ' checked by the supervisor when circumstances (e.g.,
; physical separation) have prevented discussion, or
L communication with the employee about his job per-
- : formance.
Subitem B-—"“This Date” is the date Part I of the re- :
port is signed by the supervisor. i

- : ' Subitems C and D — Self-explanatory., Note special in-
: : instructions for use in the foreign field. '

i ) Item 2. ', For the Reviewing Officlal; See instructions provided .
- ' in paragraph 8, below.

Subitem A — “This Date” is the date Part I of the re-
port is signed by the Reviewing Official.

- - Subitems B and C — Self-cxplanatory. Notfe special in- -
‘ ' structions for use in the foreign field. ’

. SECTION C. JOB PERFORMANCE EVALUATION

Item 1. Rating on General Performance of Duties

’ The supervisor’s rating of the employee in this section
should be based exclusively. on his productivity on the : .
job, meaning the quality and quantity of his work per- :
formance. It may very well be that he is potentially -

worth more to the Organization in another capacity or ‘

- ' . that he is very pleasant to have around or that he is in

' some ways a distracting influence in the office — but

he must be rated on how well and how rapidly he

accomplishes his assignments. Other factors are re- TS

flected later in the report. )
Item 1. COMMENTS: Add clarifying comments
""" ) concerning his performance in getting the
- work accomplished. The supervisor's opin-
_ ) fon of his productivity is wanted.
_ _ Ttem 2. Ratings on Performance of Specific Duties |
It is rare that two jobs, even those identically classified,
; - are exactly the same in all respects. In this part of
: the report the supervisor has the opportunity to spell '
- -4 -
v CONFIDENTIAL
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__ 7 out, preferably in the order of their importance, the

actual functions of the job being performed by the

_individual being rated. In Item 1, thé supervisor in-

" dicated an overall rating for the performance of this

" “individual. In this item he should determine the func-

i tions the employee performs, list them, and rate each

<.- - one separately. For example: Two stenographers are

© working for the same supervisor. One has the special

" duty of managing a filing system, the other of serving

as office receptionist. At least one function of each of

these would be different and the employees would be

rated according to the manner in which they perform

such functions. Furthermore, supervisors will find

that they expect different things from subordinates in

terms of such factors as length of service, age, experi-

ence, etc. These conditions are reflected in the assign-

ments given individuals and should be reflected in the

rating applied in this section. Very careful considera-

tion should be given this section because it is an im-

portant basis for evaluation of the employee for future

assignments. ~ For the supervisor it will form the main

basis of the interview with the employee concerning his
performance,

Item 3. Narrative Description of Manner of Job Performance

Do not essentially repeat the opinion expressed in Item

2. Instead, the supervisor should stress the strengths

or weaknesses of the employee. In addition, the super-

visor may comment here on any extenuating circum-

stances (family problems, outside distractions, etc.)
. which affect the productivity of the employee.

SECTION D. SUITABILITY FOR CURRENT JOB IN {

ORGANIZATION

As opposed to the ratings given the employee in the preceding
section of the report, this part is used to evaluate or express the

supervisor’s opinion of the employee in an overall manner as it .

applies in his work. For example: An employee may not be
highly productive but he may be good for the team; he works well

- with others; he is useful in many ways not directly associated with

productivity or his assignments. Conversely, the employee may
be a great producer but his work is done at the expense of team-
work, i.e., he disrupts harmony, does not fully cooperate, etc. In
short, sum it up. The question following this section concerning
suitability for some other position should be considered and an-
swered regardless of the nature of the previous ratings if the
supervisor has a sound recommendation based on the experience
and interests of the employee.

. 5 -
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5. ST ‘3TIONS FOR TIIE INTuRVIEW WITH THE EMPLOYEE
., Wi SHOWING HIM THE FORM

A CEX'- .. AL AND INESCAPABLE ELBMENT OF A SUPERVISOR'S. -
JOB IS ; EVALUATE HIS SUBORDINATES, CONVEY HIS EVALU- ' CD
ATION T THEM, AND HELP THEM DEVELOP AND IMPROVE. : ’ i

This is a continuous responsibility and is not adequately discharged by
the single interview at fitness reporting time. Fitness reporting time,
however, does provide a convenient time for a general review of an
employee’s performance. This discussion is one of the most important L
parts of the fitness reporting procédure. Like any other interview, the N

visor takes in planning for it. In looking over (Part I) Performance
of the Fitness Report with the employee, the most likely source of
discussion will be section C, Item 2 where his performance is noted.
It follows, therefore, that in determining the items to be rated in section ;
C, Item 2, the supervisor is providing himself with a basis for the inter- s
view. The thought the supervisor puts into completion of this section, ‘
the care with which he marshals current illustrations to back up his

ratings, and the ingenuity he spends in thinking up specific suggestions

__for the employee will make a great deal of difference on how the inter- - . B

view goes. If the interview goes badly, morale of the employee suffers. , ,
If a supervisor has any doubt about his ability to deal with the interview : N
in a specific instance, he should consult with his supervisor.

8. GENERAL SUGGESTION : - L

Hzving the employee participate in the deter mmatmn of the elements ' )
to be rated in section C, Item 2 is one method of getting the interview - i
off to & good start. Preferably, this should be done in advance of

fitness reporting time so that the employee will know what is expected

of him and on what duties he is going to be evaluated. Supervisors

must be prepared to yield a point if the employee can produce evidence _

that the supervisor has overlooked. Buf, supervisors must also be ' -
prepared to maintain their judgment when the employee has nothing

but a generalized opinion not supported by specifics.

b. SPECIFIC SUGGF;‘STIONS FOR SUPERVISORS -
(1) Prepare for the interview. Have specific and current illustra- , L
tions at hand to show how the evaluation was arrived at. ‘ '
(2) Be sure the employec understands the purpose of the interview.
(3) Begin the discussion of how the individual rates with a good
point, if at all possﬂ)le Try to give at least.as much credit as
criticism.
(4) Encourage the employee to talk. Lxsten to him. Schedule the
interview so there is no need to hutrry through it. Remember

that the attitude the employee develops at this interview will
afiect both him and the supervisor for some time to come.

.6
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{8} In-discussing weaknesses:
i (a) Be prepared with current illustrations of them.,
(b) Be prepared with suggestions for'ixnprovement.

(c) Avold those the employee can do nothing about, unless they
are important, e. g., those which indicate a need for change
. In assignment. o U

(d) Keep the discussion oriented around a comparison of the
performance of the employee with what is expected of him.

. (&) Avoid making specific comparison between the employee
being rated and others during the discussion, since it may
only lead to gossip im the unit and subsequent morale
problems. |

(6) Close the interview on a bositive note such as encouraging the -
employee {0 make suggestions on what he should do during the
next rating period or what the supervisor could do to make his
Job better, or a summary of what the employee and supervisor
have talked about. : '

(7) Adapt these suggestions to your own personélity and manner
of dealing with your employees. Interviews in which a super-
visor is clearly not behaving naturally are not usually successful.

(8) Should any question arise concerning (Part II) Potential, the
supervisor should state that policy forbids him to show that part
to the employee. If the employee continues to press the dis-
cussion, he should be referred to the supervisor next in line for
further information. '

6. GUIDANCE FOR COMPLETING THE FITNESS REPORT (PART II)
. POTENTIAL . .

SECTION E. GENERAL

The items of this section should be completed accurately and
“use should be made of official records, as necessary. Special .
instructions for completing or omitting items of this part of the
report in the foreign field should be carefully observed.

SECTION F. CERTIFICATION

Item 1. For the Rater: Insert the date Part II of the report
Is signed in subitem A. Subitems B and C are self-
explanatory. Note special instructions for use in the
foreign field.

Iftem 2. For the Reviewing Official: Insert the date Part II of
the report is signed in subitem A, Subitems B and C
" are self-explanatory. Note special instructions for use

in the foreign field.

CONFIDENTIAL -
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Item 2.

ESTIMATE OF POTENTIAL

Potential to Assume Greater Responsibilities
Consideration should be given to the increased respon-
sibilifies that would accrue if the individual is to
assume a position in the normal line of progression.
In some cases, this means additional responsibilities
within the same line of work requiring perhaps only
greater self-direction or increased knowledge of the
work. In other instances it may involve additional
or different functions, such as supervision over others,
planning, ete. Discretion must be exercised by the
rater in recognizing that a position of “immediate
higher responsibility” may not be available. The mere
fact of nonexistence, in the foreseeable future, of a
position of higher responsibility for the rated indi-
vidual should not preclude the rater from entering
the highest rating, if, in fact, he considers the highest
rating a true evaluation of the rated individual’s
potential.

Supervisory Potential :

Here the supervisor is asked for the best opinion he
can give. For employees who have not been in a
supervisory position, the estimate should take into
account any aptitude (or lack of it) which may have

been shown by the employee. For example: in his

giving on-the-job instruction to others; in his getting
the cooperation of the clerks or typisis; or in his
assumption of leadership in tasks assigned to a small
group of which he is a member. If the supervisor has

“had no chance to evaluate such actions on the part of

Item 3.
Item 4.

. SECTION H.

PN
[

Item 1.

the individual, he will have to rate the employee on his
best guess as to how he might respond in a supervisory
position, using as a' guide the employee’s acceptance
by others in a group as evidence of personal leadership,
and his ability to organize and carry through his own
work. - : N

Self-explanatory.

Comments Concerning Potentxal
Add here any further remarks or clarification concern-
ing the opinion of the employee’s potential.

FUTURE PLANS -

Training or other Developmental Experience Planned
(or Recommended) for the Individual

Include plans for on-the-job training, developmental
rotation assignments, formal internal and external

" 8
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training and other plans which may be incorporated
in career planning.

Item 2. Note other Factors
‘While on the basis of expemence training, and other
- factors an individual may have varying degrees of
potential, this potential is affected by other circum-
stances which may permanently or only temporarily
condition his potential, such as family illness. Please
note such here.

SECTION I. DESCRIPTION OF INDIVIDUAL

This section requires a very critical analysis on the part of the -

supervisor. Each factor should be carefully considered. It is
best to try to think of concrete examples in each case as the
rating is applied. Remember that it is a rare case when an
individual does not vary widely in as many factors as these
covering his behavior. Approach each factor separately, with-
out relation to others, and apply a rating. This section is a good
test of the supervisor's ability to observe his subordinates.

%. THE IMPORTANCE OF THE RATER
Fitness Reports can be no better than the honesty and objectivity of

‘the individual who makes them. They simply represent recorded

opinions. Important functions of a supervisor are making such opinions,
accurately reporting them to his superiors, and communicating them
to his subordinates. i

Since Fitness Reports are merely recorded opinion, they are not infal-
lible. Standards of job performance differ, interpretations of words
differ, abilities to judge others differ. There is no reason for two people

to inevitably agree in reporting about the performance and potential of .

an individual, nor is there any reason why supervisors cannot change
their opinion as they observe the individual longer. Hence, successive

" reports from the same supervisor may be expected to differ.

What can be expected from a rater under these circumstances? Bas-
ically, an honest attempt to record an opinion arrived at as objectively
as he knows how. When in doubt about how to rate, make an effort
to get more facts, more observations. - Of one thing we are certain —
attempts on the part of a supervisor to guess what standards others will

use and to influence action by deliberately rating high, can only result,

in the long run, in increased errors in personnel actions and less efficient
work on the part of the Organization. Overrating out .of a general
feeling of kindness is onc of the most difficult matters for a rater to
control. He should consider the following:

a. It is no real favor to an employee to overrate him because:

(1) Such evaluations often lecad to assignments of duties and respon-
sibilities which the individual cannot master.

b4
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y It may very well obscure the fact that additional traming for the
1nd1v1dua1 would be desirable.

(&) It merely tends to put off a supervisory problem which should be
met as the employee develops his work habits and practices.

b. Of even greater importance, perhaps, is the fact that overrating some
individuals is unfair to those doing as good or better. There is a
limit to the upper ranges of a rating scale and, to the extent indi-
viduals are overrated, the upper end of the scale becomes less mean-
ingful in those cases where the rating is actually justified.

8. THE ROLE OF THE REVIEWING OFFICIAL

The reviewing official has the responsibility of deciding for himself
whether the supervisor is either underrating or overrating the employee
concerned. Reviewing officials should recognize that their frame of
reference concerning an employes with whom they may have contact
only occasionally is different from that of the supervisor who normally
is in constant association with the individual. At the same time, the
reviewing official should take this opportunity to evaluate the ability

of the supervisor to rate subordinates. Reviewing officials are specifi- -

cally asked not to require supervisors to rewrite Fitness Reports with
which, the reviewing official does not agree. Instead, the proper proce-
dure for the reviewing official is to add to the report, in the space
provided, his comments on the rating given by the supewmm The
evaluation provided by the supervisor should be his own opinion. It is
stressed that some disagreement between rater and reviewer is not
unusual,

-

- 10
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Fitness Report Documents

Tnstruction Sheet - Fitness Report, Form No. L5
Form No. 45, March 1958
Form No. W5a, August 1958

Directions for Completing Form No. 45
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IHSTRUCTION SHEET - Fitness Report, Form No. 45

&

- ... _INSTRUCTIONS

sEcTron A GENERAL

~ THE 'TEHS oF THIS SECTION SHOULD BE COMPLETED BY THE APPROPRIATE ADMINISTRATIVE OR PERSONNEL OFF I CER,
SPEC 1AL INSTRUCTIONS FOR COMPLETING OR OMITTING 1TEMS OF THIS PART OF THE REPORT SHOULD BE GAREFULLY

OBSERVED WHEN RREPARING REPORTS FOR EMPLOYEE$ ASSIGNED OVERSEAS.
= SECTION B ’lfVALUATION OF PERFORMANCE OF SPECIFIC DUTIES z
ﬁ A ——— .

18 THIS SEOTION THE SUPERVISDR wiLL LIST THE MOST IMPORTANT DUTIES THE EMPLOYEE HAS PERFORMED DUR!NG
THE RATING PERIOD AND WILL RATE EACH DUTY SEPARATELY, DUTIES SHOULD BE LISTED IN ORDER OF IMPORTANCE,
; @OMPARE WHEN POSSIBLE THE INDIVIDUAL BEING RATED WITH GTHERS PERFORMING THE SAME DUTY AT A SIMILAR
ii LEVEL OF RESPONSIBILITY, TWO INDIVIDUALS WITH THE SAME JOB TITLE MAY BE PERFORMING DIFFERENT FUNCTIONS
’ : AND §HOULD BE RATED ON DIFFERENT DUTIES, VERY CAREFUL CONSIDERATION SHOULD BE GIVEN TO THE LISTING
OF DUTIES AND THE RATING GIVEN EACH DUTY BECAUSE THIS !NFORMATION 1S IMPORTANT IN THE EVALUATION OF
THE EMPLOYEE FOR FUTURE ASSIGNMENTS, 'IF THE JOB REQUIRES MAINTAINING FILES, SAY WHAT KINDY IF IT
! - REQUIRES PREPARING CONTRIBUTIONS YO NIS GCHAPTERS, SAY WHAT: CHAPTERS; "IF IT REQUIRES INTERVIEWING JOB )
- APPLICANTS, SAY WHAT LEVEL OR FOR WHAT KIND OF JOBS' IF IT REQUIREE CONDUCTING INVESTIGATIONS, TELL )
. WHAT KIKD AND FOR WHAT PURPOSE; {F IT REQUIRES LIAISON ACTIVITIES, TELL WHAT KIND AND WITH HHOM‘ I'F
AF REQUIRES ANALYZING REPQRTS QR PREPARING REPORTS, TELL UHAT KlND, VHAT SUBJECTS, AND FOR WHAT PURPDSE.

’ EXAMPLES:

; WOPERATER 1250 MYLTILITH PRESSY == NOT MOPERATES PRESS,M
i BTYPES RESEARCH REPORTS HAVING MANY TABLESM™ -« NOT WTYPESW
¥SERVES AS SENIOR GASE OFFIGER FOR 7 IMPORTANT GURRENT QPERATIONS USING KNOWLEDGE QF FRENGH
AND POLISH LANGUAGES™ ~- NOT MSENIOR CASE OFFIGER,Y :
j "SUPERVISES BECOND=LINE SUPERVISORS WHO DIRECT ECONOMIGC RESEARCHM == NOT MDIRECTS RESEARCH.™
. FRESPONS!BLE FOR PROCESSING FISCAL, F!NANGIAL, AND BUDGET REPORTS FOR AN OPERATING BRANGH
- OF 50 PEOPLEM == NOT "FINANCIAL SUPPORT.M

JSECTION G EVALUATING OVERALL PERFORHANCE IN CURRENT POSI TION : s

s IN MAKING THI8 -RATING THE SUPERVISOR SHOULD TAKE (NTO ACCOUNT THE EMPLOYEE'S CONDUCT ON THE JOB AS
WELL AS HIS PERFORMANCE ON ALL SPEGIFIC JOB DUTIES, EACH SUPERVISOR WILL WEIGH THESE FACTORS IN Hls
"OWN MIND S0 AS TO ARRIVE AT A RATING WHICH WiLL, REFLECT AN EMPLOYEE'S VALUE ON THE JoB., IT 18§ QUITE
PDSSIRLE FOR AN INDIVIDUAL TO BE RATED HIGH ON A NUMBER OF SPECIFIC DUTIES AND YET RATED AVERAGE OR

© BELOW QN OVERALL PERFORMANGE BECAUSE HIS CONDUCT ON THE JOB INTERFERS WITH GETTING THE WORK DONE,
CONVERGELY, A PERSON WITH RELATIVELY LOW RATINGS ON CERTAIN SPECIFIC DUTIES MAY BE RATED HIGH aN

- . OVERALL .JOB PERFORMANCE BECAUSE HIS$ _CONDUCY ON THE JOB FAGIL!TATES THE WORK OF THE OFFICE OR REGAUSE
i OF QTHER WERSONAL QUAL!TIES THAT HE BRYNGS TO THE Jo8,

. SECAIOQB__ DESCRIPTIOV OF. THE EMPLOYEE

e N P . (UL R . TN
LR TP S B A LT || I

IN 1HlS SECTION THE SUPERVISOR GONS!DERS THE EMPLOYEE FROM A SUCCEGSION OF OIFFERENT ANGLES AND

- HALES A RUMBER OF CLOSE JUDGEMENYS ABOUT HIM, THESE JUDGEMENTS SHOULD DE BASED ON THE CHARACTERISTIGS
TGEMONSTRATED BY THE INDIVIDUAL IM HIS CURRENT POSITION, THIS SERIES OF STATEMENTS APPLIES IN SOME
HEGREE YO MOST PEQPLE, BUT SHOULD B8E CHEGKED ONLY WHEN SUCH RATINGS ASSIST IN THE DESCRIPTION OF THE
INDIVIDUAL, THIS SEGTION 18 A GOOD TEST OF THE SUPERYISOR'® ABILITY TO QBSERVE HIS SUBORDINATES,

SECTION E  NARRATIVE DESCRIPTION OF MANNER OF JOB PERFORMANCE

‘ IN THIS BECTION THE SUPERVISOR DESCRIBES THE EMPLOYEE'S DEMONSTRATED ABILITIES OR DEFICIENCIES IN
- THE PERFORMANCE OF HiS PRESENT JOB. ANY RELATIVELY HIGH OR VERY LOW RATINGS !N SEGTIONS B, C anp D suouLn
BE JUSTIFIED BY SUPPORTING STATEMENTS, 1IN ADDITION, THE SUPERVISOR MAY GOMMENT HERE ON ANY EXTENUATIHG
CIROUMSTANGE WHICGH AFFECTS THE PRODUCTIVITY AND EFFECTIVENESS OF THE EMPLOYEE,

[RER

-
|

—

SECTION F CERT|FICATION - SELF-EXPLJNATORY
.——-————-—-;t
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T FITNESS REPORT - -

SECTION A

GENERAL

1. NAME

(Last)

(Firat)

(Middle)

2. PERSONNEL SERIAL NO.

3. BIRTH DATE A4, SEX

3, GRADE

8. SERVICE DESIGNATION

7. OFFICIAL POSITION TITLE 8. OFF/DIV/BR OF ASSIGNMENT

-
]

9. CAREER STAFF STATUS

[noT

ELIGIBLE PENDING | | MeMsER ] | pECLINED DEFERRED | |oeNiED © m

10. DATE REPO

RT DUE IN OP 11, PERIOD COVERED BY THIS REPORT 12. NO. OF MONTHS UNDER MY SUPERVISION

I-ro

FROM

13. TYPE OF REPORT

= INITIAL REASSIGNMENT/SUPERVISOR SPECIAL (Specily)
f ANNUAL REASSIGNMENT/EMPLOYEE .
"SECTION B EVALUATION OF PERFORMANCE OF SPECIFIC DUTIES

idering ONLY

Tist up to six of the most important specific duties performed during this rating period. Rate performance on EACH specific duty, con-
s
a

bility to supervise,

the effectiveness in performance of that duty. All employees with supervisory responsibilities MUST be rated on their

DESCRIFTION AND RATING NO.

Tm-:scmp'rlon

AND
RATING NO.

T

e
Y/
1, PERFORMS THIS DUTY IN AN UNSATISFACTORY MANNER. 5. PE o %’ UTY IN AN EXCELLENT MANNER
2. PERFORMS THIS DUTY IN A BARELY ADEQUATE MANNER, SUHE MO5T PERSONS HOLDING SIMILAR JOBS.
3, PERFORMS THIS DUTY ACCEPTABLY. 6. PE S THIS DUTY IN AN QUTSTANDING MANNER

FOUND IN VERY FEW PERSONS HOLDING SIMILAR JOBS,
7. PERFORMS THIS DUTY IN AN OUTSTANDING MANNER
SUPERIOR TO ALL OTHERS KNOWN TO RATER,

4, PERFORMS THIS DUTY IN A COMPETENT AND, A ) ‘%\/-A
TORY MANNER, l'\&

)

T
I

d

[

JPECIFIC DUTY NO, ) RATING |[SPECIFIC DUTY NO. 4 RATING

‘ NO. NO.
*

SPECIFIC DUTY NO. 2 RATING [SPECIFIC DUTY NO, 8 RATING
NO. NO.

Ispacmlc DUTY NO. 3 RATING | SPECIFIC DUTY NO, ¢ RATING
NO, : NO.

P
%ECTION C

EVALUATION OF OVERALL PERFORMANCE IN CURRENT POSITION

ITgko into account everything obout the employee which influences his effectiveness in his current position -

‘uties, producti
te.

]
-

performance of specific
vity, conduct on job, cooperativeness, pertinent personal choracteristics or habits, particulor limitations or talents,

RATING ' . . Co-
NO. 1. UNSATISFACTORY 3. SATISFACTORY 5. OUTSTANDING )
2. BARELY ADEQUATE 4 EXCELLENT

|SECTION D

DESCRIPTION OF THE EMPLOYEE

If the employee is deficient with respect to any characteristic, rate 1; if outstanding, rate 5.
(It is expected that most ratings will be 2, 3, or 4)

&
1 T RATING
PERSONAL CHARACTERISTICS APBLI-| OB
| ) CABLE [SERVED| | 2 3 4 5
.rGE'rs THINGS DONE
| rResourcEFuUL
}ccsp-rs RESPONSIBILITIES
FAN MAKE DECIEEIONS ON HIS OWN WHEN NEED ARISES
I DOES HIS JOB WITHOUT STRONG SURPORT ]
) "'AC'L'TATES SMOOTH OPERATION OF HIS OFFICE -
" Zs EFFECTIVELY ) ' o
: E-e:cum'rv, CONSCIOUS L - . . .
3 PoHinks cLEARLY I - 6_ - R
i ——Approved—ForRelease'm*éé ) i A-RPDESE087 08R0002001000071T-6
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ECTION E MARRA lV DESCRIPTION OF MANNER OF JOB PERF

¢ 's strengths and weaknesses demonstrated in current position, indicate suggestions mode to employee for improvement of his
rwr. Dascribe, if appropriate, his potential for career development and for assuming greater responsibilities. Amplify or explain,
f oppropriate, rotings given in SECTIONS B, C, and D to provide the best basis for determining future personnel actions, .

- . - P - B e - - . T . B - . hiee wmm e m——— e s i

|

r

SECTION F CERTIFICATION AND COMMENTS
iev EMPLOYEE ‘

- . I certify that | have seen this Fitness Report.
VDnATE }IGNATURE OF EMPLOYEE )

2. BY SUPERVISOR

:F' THIE REPORT HAS NOT BEEN SHOWN TO EMPLOYEE, GIVE EXPLANATION

i _

! ! | IF REPORT IS NOT BEING MADE AT THIS TIME, GIVE REASON.

i ; EMPLOYEE UNDER MY SUPERVISION LESS THAN 90 DAYS I | REPORT MADE WITHIN LAST 90 DAYS

E rf OTHER (Specily): ’ ) -

E LI ?ATE OFFICIAL TITLE OF SUPERVISOR TYPED OR PRINTED NAME AND SIGNATURE

o]

-

[3. BY REVIEWING OFFICIAL

=i | WOULD HAVE GIVEN THIS EMPLOYEE ABOUT THE SAME EYALUATION,

| WOULD HAVE GIVEN THIS EMPLOYEE A HIGHER EVALUATION.

| WOULD HAVE GIVEN THIS EMPLOYEE A LOWER EVALUATION, N

: 1. CANNOTY JUDGE THESE EVALUATIONS, { AM NOT SUFFICIENTLY FAMILIAR WiITH THE EMPLOYEE'S I?ERFORMANCE.

__:OMMENTS OF REVIEWING OF FICIAL

OFFICIAL TITLE OF REVIEWING OFRICIAL TYPED OR PRINTED NAME AND SIGNATURE

|~ Approved For Release 2000/06/0$EBATERDP90:00708R000200100001-6
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INSTRUCTIONS

SECTION A, item 1 and item 6
SECTION F, items 1, 2, and 3 (Only in respect to “Typed or Printed Name and Signature®)
“in Section A, item 7, the CURRENT STATION DESIGNATION will be substituted for “OH/Div/Br of Assignment.”

T

Tl'he following ltems of the Fitness Report will NOT be completed by field personnel preparing the report for transmittal to Headquarters:

r". I CERTIFY THAT | HAVE SEEN DATE TYPED OR PRINTED NAME AND SIGNATURE OF EMPLOYEE
THIS FITNESS REPORT ’ (In pseudonyni)

2.1 CERTIFY THAT, EXCEPT FOR ITEMS OMITTED UNDER THE ABOVE INSTRUCTIONS, ALL ITEMS APPEARING ON THE ATTACHED FIT~

=i NESS REPORT HAVE BEEN COMPLETED UNDER PROVISIONS OF CURRENT INSTRUCTIONS OR REGULATIONS

WavTe TYPED OR PRINTED NAME AND S§IGNATURE OF SUPERVISOR (In pseudonym)

] '

TATE TYPED OR PRINTED NAME AND SIGNATURE OF REVIEWING OFFICIAL (In pseudonym)

SPECIAL NOTE v . ' -

. ’

Fitness Reports must be prepared with due regard for security considerations. For example} in the case of administrative and support
ersonnel and others whose duties do not in themselves reveal sources of information on methods of operation, it is normally expected
hat @ complete and realistic statement of specific duties may be reported in Section B. However, the nature, source, purpose or dispo-

swition of information or operations will not be included. On the other hand, the position titles and description of specific duties of
certain other employees moy jecpardize security and should not be fully reporied on this form. In these cases, general statements of

specific duties will be included in Section B indicating the level of responsibility. .

. - L. _
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SECTION A — GENERAL

The items of this section should be completed by the appro-
priate administrative of personnel officer.. Special instructions
for completing or omitting items of this part of the report
should be carefully observed on Field Transmittal — Fifness
Report, Form 43a.

SECTION B— EVALUATION OF PERFORMANCE OF SPECIFIC
DUTIES AND OF OVERALL PERFORMANCE

Rating Scale

The rating scale as set forth In this section in Form 45, Fitness

Report, is to be used to reflect evaluation of Specific Duties
and of Overall Performance. In making your selection of the
adjective evaluation for Scction B and in completion of the
narrative in Section C the following factors should be con-
sidered as appropriate: '

Cost Consciousness S Mobility
Security Consciousness tnitiative
Ability to Think Clearly Versatility
Supervisory Effectiveness Productivity
Acceptance of Responsibility Decisiveness
Resourcefulness

Foreign Language Competence
Efectiveness of Oral Expression
Effectiveness of Writlen Expression

Cooperativeness
Records Discipline

Rating of Performance of Specific Duties

In this section the supervisor will list In order of importance

the most significant duties the employee has performed dur-

ing the rating period. Each duty shall be doscribed in suf-
ficient detail 1o provide information which may be useful later

. in considering individuals for other assignments. Your evalua-
tion should be recorded by entering the appropriate fetter in
the box provided for your evaluation of each duty.

Rating of Overall Performance in Current Position

In making this rating the supervisor should take into account
the employee’s conduct on the job as well as his performance
on oll specific duties. Each supervisor will weigh these factors
in his own mind so s o arrive at a rating which will reflect
an employce's overall value on the job.

SECTION C — NARRATIVE COMMENTS

in this section the supervisor describes the employee’s demon-
strated abilities or deficionces in the performance of his pres-
ent job. This may include comments regarding a specific duty

by direct refcrence fo that duty. Any relatively high or low -

. _Ap roved o ' ..
e P ! For Release 2060/_06/01’:CIA'-RDP90-00708R000260106001 6
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DIRECTIONS FQR‘COMPLETING FORM 43, FITNESS REPORT ' . .

.

ratings in Section B should be explained or cmplified by sup-
porting statements. In addition, the supervisor may com-
ment here on any extenuating circumstances which affect the

roductivity and effectiveness of the employee. Comment
should be made on the relative performance of the person
being rated with other people known to the rater doing com-
parable work. In commenting o0 the manner of performenca
of managerial of supervisory responsibiliﬂes,_cbiliﬁes and skills
in such as the following should be considered:

Delegation of responsibility .
Establishment and maintenance of clear lines of authority
Use of personnel, space, equipment, funds, etc.

Formulation and coordination of programs

Developing teamwork

in completing the ratings on Career-Provisional employees
comment should be made on the intent, capability and desire
of the individual to fulfill the service obligations of the Coreer
Service to which he is assigned.

SECTION D — CERTIFICATION AND COMMENTS

The person being rated may attach to his fitness report @
memorandum concerning any part of the report. The mem-
orandum will be attached to the original for inclusion in t

Official Personnel Folder.

Reviewing officials are responsible for assuring that all re-
ports made by rating officials under their jurisdiction are can-
sistent and reflect oniform standards of reporting. Through
the counseling and supervision of rating officials, reviewing
officials can play © major role in improving the operation of
the Fitness Report. program. ‘

In addition, reviewing officials should as @ matter of practice
submit a brief narrative evaluation of the performance end
potential of the individual being rated, noting the degree to
which he is . personally familiar with the individual and his
work. Evén though the reviewing official may not be able to
evaluate the individual from firsthand experience with him, it
is likely that the roviewing -official may be oble to contribute
useful information concerning future utilization or treining of
the individual based on the review of his record of parform-
ance and assignments. \

If the reviewing official is In substantial disagreement with the
rating official he should state whether or not he has discussed
tho evaluation with the rating official and the employee.

When a persoﬁ departs an overseas station without having
been shown his Fitness Report, it is incumbent upon the Career
Service to have the report shown to the individual.
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DIRECTIONS FOR COMPLETING FORM 45, FITNESS REPORT

1. POLICY

It is Organization policy to inform employees of the effec-
tiveness of their work performance. Organization policy
also requires that supervisors record at least once, each

"year thelr opinions and evaluations of the work per-

25X1A

formance of employees under their jurisdiction. Evalua-
tions will also be made whenever it is necessary or desira-
ble to provide Organization management with information
which may be pertinent to future personnel actions affect-
Ing these individuals. Regulation No. outlines
policies concerning the requirements for submitting initial,
annual, reassignment and special reports, showing the re-
port to the employee and appeals procedure. The Fitness
Report, Form 45, is used to record evaluations. However,
an evaluation in memorandum form may be substituted for

" Form 45 for employees in Grades GS-14 and above.

2. SUBMISSION

The Fitness Report will be submitted in triplicate to the

Head of the Career Service concerned. The Head of the
Career Service will retain one copy and will forward the
original and other copy to the Office of Personnel.

GENERAL

3. [INITIAL REPORT

A Fitness Report will be prepared for each employee as
of nine months after his entrance on duty with the Organi-

* zation. An initial report need not be made when a Fitness

Report has already been made for some other purpose
within 90 days prior to the due date of the initial report.

“The initial report is of particular importance in providing

a record of the supervisor's evaluation of the employee

before the employee has completed his twelve-month trial
" period. An initial report may be deferred for a period

not to exceed 30 days beyond the due date to provide
the supervisor with additional time to evalvate an em-
ployee who has been under his {urisdiction for less than
90 days. '

4. ANNUAL REPORT

A Fitness Report will be prepared annually for edch em-
ployee, except when a Fitness Report has been made for
some other purpose within 90 days prior to the due date
of the annual report. An annual report may be deferred
until the employee has been under the jurisdiction of the
supervisor for 90 days.

SCHEDULE FOR SUBMISSION OF ANNUAL REPORTS

FOR PERIOD ENDING

DUE IN' OFFICE OF PERSONNEL
FROM HEADQUARTERS FROM FIELD

GRADES
G5-1 through GS-5 31 March
GS-6 throuvgh G5-8 30 June

GS-9 through GS-11 30 September

»

GS-12 and GS-13 31 December

GS-14 and above 31 March

5. REASSIGNMENT REPORT
A Fitness Report will be prepared ‘whenever both the

Immediate Supervisor of the employee and the Reviewing .

Official are changed by the reassignment of the employee.
For the purpose of fitness reporting “Immediate Supervisor"

31 May

36 April

31 Julsr | .31 Avgust.

31 Octol;er 30 November

31 Janvary 28 February
"~ 30 April 31 May |

" refers to the official who prepdres and signs-the Fitness

Report of the employee concerned. When the supervisor
is redssigned_and has numerous reassignment reports to
prepare he need complete only SECTIONS B, C,Qund D
of the Filness Report. :
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DIRECTIONS FOR COMPLETING FORM 45, FITNESS REPORT
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INSTRUCTIONS

'SECTION A GENERAL

The items of this section should be completed by the ap-
propriate administrative or personnel officer. Special in-
structions for completing or omitting items of this part of

"the report should be carefully observed on Field Trans-

mittal — Fitness Report, Form 45a.

SECTION B EVALUATION OF PERFORMANCE OF
SPECIFIC DUTIES

In this section the supervisor will list the most important
duties the employee has performed during the rating

period and will rate each duty separately. Duties should

be listed in order of importance. Compare when possible
the individual being rated with others performing the same
duty at a similar level of responsibility. Very care-
ful consideration should be given to the listing of duties
and the rating given each duty because this information is
important in the evaluation of the employee for future
assignments. If the job requires maintaining files, say what
kind; if it requires preparing contributions to chapters of a
publication, say what chapters; if it requires conducting in-

. vestigations, tell what kind and for what purpose; if it re-

quires liaison activities, tell what kind and with whom; if it
requires analyzing reports or preparing reports, tell what -

kind, whot subjects, and for what purpose. In rating em- -

ployees with supervisory responsibilities, tell how many
employees supervised and their grade levels.

EXAMPLES:

“Operates 1250 multilith  press” — not  “operates
press.”

"Types research reports having many tables” — not
“types.” .

“Serves as senior supervisor for 7 important activities
using knowledge of the French language” — not
"senior supervisor.”

"Sypervises 3 second-line supervisors (GS-13 through
G515 who direct economic research” — not
“directs research.” : '

#Responsible for processing fiscal,” financial, and
budget reports for an operating branch of 50
people” — not “financial support.” .

SECTION € EVALUATION OF OVERALL PERFORMANCE

IN CURRENT POSITION

In making this rating the supervisor should take into ac-
count the employee’s conduct on the job as well as his

. nerformance on all specific job duties. Each supervisor™

_observe his subordinates.

will weigh these factors in his own mind so as to arrive at
a rating which will reflect an employee’s overall value on
the job. :

SECTION D "DESCRIPTION OF THE EMPLOYEE

This section is .a good test of the supervisor’s ability to
In this section the supervisor
considers the employee from different points of view and
makes a number of close judgments about him. These
judgments should be based on the characteristics demon-
strated by the individual in his current position. This series
of statements applies in some degree to most people, but
should be checked only when such ratings assist in the de-
scription of the individual. “Writes effectively” and “Dis-
cipline in originating, maintaining and disposing of rec-
ords” may be qudlifications which are not required in the
employee’s current position but, if observed, they should be
rated in order to help describe the employee’s capabilities
and potential. “Discipline in originating, maintaining and
disposing of records” refers to the awareness and applica-
tion of procedures involved in the creation, maintenance
and disposition of written materials.

SECTION E NARRATIVE DESCRIPTION OF MANNER OF
JOB PERFORMANCE

In this section the supervisor describes the employee’s:
demonstrated abilities or deficiencies in the performance
of his present job. Any relatively high or very low ratings -
in SECTIONS B, C, and D should be explained or amplified
by supporting stateménts. In addition, the supervisor may
comment here on any extenuating circumstance which
affects the productivity and effectiveness of the employee.

SECTION F -CERTIFICATION.AND COMMENTS_ -

The reviewing official has the responsibility of deciding

whether the supcrvisor is either underrating or overrating
the employee concerned. A reviewing official should rec-
ognize that his frame of reference concerning an employee
with whom he may have contact only occasionally is dif-
ferent from that of the supervisor who normally is in con-
stont association with the individual. At the same time,

. the reviewing official should take the opportunity to eval-

vate the cbility of the supervisor fo rate subordinates.

“Some disagreement between the supervisor and the review-

ing official when preparing evaluations is not unusual. In
a situation where there are significant discrepancies be-
tween the ratings of the supervisor and the reviewing offi-
cial, the Director of Personnel will discuss the report with
the Head of the employee’s Career Service and the em-
ployee will be informed of his standing ‘and prospects by
the Head of his Career Service. ) )
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FITNESS REPORT ‘ . ‘ :

— .

~ SECTION A GENERAL -
« MAME (Last) (First) . (Mlddle) 2, DATE OF BIRTH 3., SEX 4, GRADE
L] . N -
; J+ SERVICE DESIGNATION| 6. OFFICIAL POSITION TITLE oL, 7. OFF/DIV/BR OF ASSIGNMENT
-
[a. CAREER STAFF STATUS 9. TYPE OF REPORT
'; NOT ELIGIBLE MEMBER DEFERRED INITIAL REASSIGNMENT/SUPERVISOR
= PENDING DECLINED DENIED ANNUAL REASSIGNMENT/EMPLOYEE
|IO. DATE REPORT DUE IN O.P, 11, REPORTING PERIOD SPECIAL (Specify)
From To
=)ECTION B EVALUATION OF PERFORMANCE OF SPECIFIC DUTIES

ist up to six of the most important specific dullescferformed during the rating perlod. Insert rating number which best describas the
manner in which employee performs EACH specific duty, Consider ONLY effectiveness in performance of that duty, All employees
vith supervisory responsibilities MUST be roted on their ability to supervise (indicate number of employees supervised).

i

e

W - Unsatisfactory 12 - Borely adequate I3 - Acceptable |4 - Competent [-5 « Excellent l6 = Superior [7 - Qutstanding
ISPEC‘F’lC DUTY NO. § . RANTolNG SPECIFIC DUTY NO. 4 - ) RAJ'NG
T-peciFic DUTY NO. 2 RATING [SPECIFIC DUTY NO. B RATING
] . B NO. i . NO.
. JPECIFIC DUTY NO. 38 RATING |SPECIFIC DUTY NO. & RATING
r NO. . NO.

ake into account everything about the employee which influences his effectiveness in his current position « performonce of spocific
luties, productivity, conduct on job, cooperativeness, pertinont porsonal traits or hobits, particular imitations or talents, Bosed on
~our knowledge of employee’s overall performance during the rating period, place the rating_ number in the box corresponding to the

rtutemeni which most accurately reflects his level of performance, : )

rﬁiCTlDN C _ EVALUATION OF OVERALL PERFORMANCE IN CURRENT POSITION
T

P -
I . N

; 1 - Performance in many important respects fails to moct requirements, RATING
o 2 - Performance meets most requiremonts but is deficient in ono or more Important respocts, NO.
- o 3 . Performance cloorly meets basic requirements, L
4 . Performance clearly exceeds baslc requirements,
5 « Performance in every important respect is superior,
6 - Performance in every respect Is outstanding.

-

mECTION D : . DESCRIPTION OF THE EMPLOYEE _
: In the roting boxes bolow, check (X) the degree to which oach characteristic applics to the employee
7 e Least possible degroe l2 - Limited degree l 3 - Normal degree 14 « Above average degree ]5 - Qutstanding degreo
; NOT NOT RATING
CHARACTERISTICS ’ APPLI- op-
r > - CABLE |SERVED| 1} 2 3 4 5

! SETS THINGS DONE . -

IESOURCEFUL

L CCEPTS RESPONSIBILITIES

CAN MAKE DECISIONS ON HIS OWN WHEN NEED ARISES

JOES HIS JOB WITHOUT STRONG SUPPORT

s ACILITATES SMOOTH OPERATION OF HIS OFFICE

WRITES EFFECTIVELY

ECURITY CONSCIOUS - ' -

i KS CLEARLY

DISCIPLINE IN ORIGINATING, MAINTAINING AND DISPOSING OF RECORDS,
ATHER (Spocify): : )

£ oRM

838 45 OBSOLETE PREVIOUS EDITIONS, A SECRET . ’ (4)



o . (When Filled In)

I'SECTION E

NARRATIVE DESCRIPTION OF MANNER OF JOB PERFORMANCE
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nsibilities, Amplify or explain, if oppropriats, rotings given in SECTIONS B,C,ond D to provlde the best basis for determining

'I

7
'l
y
'!
T
T
1

re personnel actions.

SECTION F

CERTIFICATION AND COMMENTS

o

BY EMPLOYEE

| certify that | have seen Sections A, B, C, D and E of this Report,

"
, S—

1 ODATE SIGNATURE OF EMPLOYEE

2.

BY SUPERVISOR

'MONTHS EMPLOYEE HAS BEEN
T{UNDER MY SUPERVISION

’
L]

IF THIS REPORT HAS NOT BEEN SHOWN TO EMPLOYEE, GIVE EXPLANATION

_,——.-l_ﬁ

IF REPORT 15 NOT BEING MADE AT THIS TIME, GIVE REASON.

lREFORT MADE WITHIN LAST 90 DAYS

EMPLOYEE UNDER MY SUPERVISION LESS THAN 90 DAYS . I

- —

OTHER (Specily):

T
I

DATE JOFFICIAL TITLE OF SUPERVISOR

TTYPED OR PRINTED NAME AND SIGNATURE

L

“BY REVIEWING OFFICIAL

]| WOULD HAVE GIVEN THIS EMPLOYEE ABOUT THE SAME EVALUATION.

1 WOULD HAYE GIVEN THIS EMPLOYEE A MIGHER EVALUATION.

—A.

| WOULD HAVE GIVEN THIS EMPLOYEE A LOWER EYALUATION,

COMMENTS OF REVIEWING OFFICIAL

§ CANNOT JUDGE THESE EVALUATIONS. 1| AM NOT SUFFICIENTLY FAMILIAR WITH THE EMPLOYEE'S PERFORMANCE,

"TE ) OFFICIAL TITLE OF REVIEWING OFFICIAL |

TYPED OR PRINTED NAME AND SIGNATURE

Approved For Retease 2000/06/01SECRKRDP90 00708R000200100001 -6
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Appendix F

Brief for CIA Career Council

Subject: Fitness Reporting

2l January 1962
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II.

24 JAN 1962

BRIEF FOR THE CIA CAREER COUNCIL

SUBJECT: Fitness Reporting

BACKGROUND

Statutory excmption from the Performance Rating Act of 1950 permits
the Agency to develop and establish its own employece rating system. Various
kinds of fitness reporting systems have been used by the Agency in the past
(Tab A). Under the leadership of the Carcer Council, a great deal of co-
ordinated effort and careful consideration have gone into the development,
installation, and improvement of these systems. Fitness Report, Fomm ks,
currently in use, was developed during 1958 by a Task Force of Senior of~
ficials from all parts of the Agency. After approval by the Career Council
it was put into effect on January 1, 1959. This report is largely a com-
bination of those parts of previous Fitness Report Forms which, in the oplnion
of the Task Force, had proven most useful and acceptable for employee eval-
vation puwrposes.

EﬁMﬁUATION OF CURRENT REPORTING SYSTEM

Fitness Report evaluations are used extensively in selecting personnel
for assignment, for competitive promotion and for training. They are also
used in determining nominations of individuals for selection-out and in
ranking personnel on relative retemtion lists for surplus categories of
personnel. The maintenance of Fitness Report records on a current basis
requires constant follow-up on the part of mansgement. Slowness in sub-
mitting reports has been attributed in some part to a lack of satisfaction
of supervisors with the reporting system and the report currently in use.

The Career Council at its 65th Meeting on 25 May 1961 directed that a
report on the fitness reporting system be prepared including tabulations
{illustrating significant deviations in standards and practices. In view
of this an examination of a large group of Fltness Reports was made. Also
a 'review vas completed on comments and suggestions on Fitness Reporting
whieh were received voluntarily and upon solicitation from operating offi-
clals, Career Service representatives, personnel officers and employees.

This study revealed that the current fitness reporting system has been
satisfactory. However, it is considered desirable at this time to make
further ilmprovemernts by simplifying and elarifying the rating standards
and making other changes in the fitness report form and reporting system.
The problem areas are highlighted in the proposed summary together with
their proposed solutions.

Approved For Release 2000/06/0&#.3Qiﬁ%&;@:ﬁﬁ@§00708R000200100001-6
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PROBLIM SOLUTION

o

1. The current Fitness Report, 1. The proposed revision of the form
Forn 45, provides in Section B provides for rating both gpecific duties
for rating epacific duty perfor- and overall performance on a 5-point scale
mance on & T point scale sot up with adjectives describing each level. '
in equal intervals from "1l-Un- The intervals on the scale are not cven:
eaticfactory" to "7-Outstanding”. . Only one rating level is assigned to less-
It also provides for an overall than-satisfactory performance but four
rating, in Section C, on a six levels are provided for discriminating a
point scale of equal intervals, among degrees from Satisfactory (Adequate)
. each letter described in sentencas to Outatanding.

form. This difference in scale
value was intentionally designed
to avoid attcmpts to average the
ratings on specifie duties to de-
rive the overall rating. Such
averaging would not give weight
to good or bad performance on
single duties according to their
relative importance. This result
has not been achieved.

2. Rating of Personal Character- 2. Eliminate this manner of evaluvatlion
1sties (Section D, Form 45). Our of personal charecteristies and make
experience has indicated that the provision in other parts of the report
results are of doubtful validity for such evaluation. 4 low or high
and that users of the ratings have evaluation of & personal characterlstic
not found it useful. 15 better handled through a coument in

the parrative section of the report.
3. There have been indications of 3. Eliminate the opportunity in current
inadequate participation by Review- Fitness Report, Form 45, for Reviewing
ing Officiale. This hus been exew- Officials to merely check & box on the
plified by fullure to document asgree- form to indicate their evaluation of
ment or disagreement with ratings the individual. Additional space is
and, on some occasions, Reviewing provided on the proposed form for the i
Officials indicate disagreement Reviewing Officianls to enter their camwnts,
vithout explunation. Proposed instructions for the new fitness

report form describe aspects of the rat-
ings on which the Reviewing Official
might desire to coument.

4. There is no space provided on L. Provision has been wmade on the pro-
the current Fitness Report, Form posed Fitness Report Form and in the
45, for a parson to show he has . instructions for tha individual to in-~
attached to the form a memorandun dicate that hae bas attacbed a memorandum
regarding any part of his rating. regarding his rating should he so desire.
5. Tha curront form doss not place 5. The revised form and the instructicns
sufficicnt cmphasis on the rating give greater astress to this requircement.
of managerial and supervisory re-
sponsibilities.

- 96 -
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- III. CONCIUSIONS

Improvements in the Agency Fitneas Reporting System are advisable

at this time:

-

Co

The proposed changes in the Fitness Reporting System and the
revised form will provide more useful information to meet
Agency personnel management requirements.

Improved instructions to accampany the Fitness Report Form
will be valuable in introducing the revised form.

Short training courses for supervisors, personnel or adminis-
trative personnel should be conducted at the time the form is
yut into effect.

IV. RECQYMENDATIONS

Qe

b.

Ce

Approved For Release 2000/06%&3[@#&!&5

Form 45, Fitness Report, be revised in accordance with sample
proposed in TAB B-6.

Directions for preparing Fitness Report, Form 45, Revised, be
approved for publication (TAB B-T).

An All Employee Notice be published to announce the inauguration
of the new reporting system and form, TAB C.

- 97 -
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STUDY OF FITRESS REPORTING

Avproach Used

A study of the effectivensss of the current Fituoss Reporting
System was accomplished through the examination of a representative
sample of 300 Fitness Reports completed during 1960 and through the
review of conments end suggestions on Pitness reporting received volun-
tarily or upon request from supervisors, personnel officers, and
caployees. In addition, the statistical distribution of ratings on
overall parformance for 10,326 reports prepared during 1960 was tabu-
daved and analyzed. The conelusions of this review ond the suggestions

edvanced to correct deficiencies noted ere set forth in the following
sections.

Rating Standards

A. Tabulatlions of the distribution of fitness report ratings on
Performance of Specific Duties, Overall Performance and Description
of the Employee ere presented in Tabs B-1, 2, 3 and 4. They chow
the following: '

(1) Performsance of Specific Duties

The ratings given to three specific duties were used for this
analysis. The profiles for the three msjor directorates show
a very close similarity in the use of the seven degree rating
scale (Tab B-1). Rating Mumber One, Unsatisfactory, wes not
used at all, and Roting Number Seven, Outstanding, was used
to a remarkably close degree. The percentage of use of :
- Ratings Three, Four, Five and Six were very close for the
DD/I and DD/P whereas in the DD/S area lower ratings were
given. A comparative distribution of the ratings of the
first three specific duties of a proportionate sample from
each of the individual career services of the three ms jor
directorates is presented in Tab B-4. This reveals the
same pattern as mentioned immediately above. Tais analysis
algo included a breakdown by the following grade groupings:
@8 6-8; GS 9-11; and GS 12-13. A direct relationship of
higher ratings for higher grades was evident.

A
SEREraTea e
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(2) Ovorell Performance in Current Position

(3)

(1)

Rating of Overall Performance employed the use of a six-degrec
rating scale. As in the case of the seven-degree ecale used for
rating Specific Pexrformonce, Rating Number One wos used extremely
infrequently (Tab B-2). VWhile there was o high degree of simi-
larity in the profiles for the grade groupings GS 6-8 and GS 9-11,
it wes ogain evident that the higher the grade the higher the
frequency of higher ratings.

The distribution of Overull Ratings by major directorate was
very similar to those for Specific Performance. The ID/I and
/P assigned more ratings at the two higher levels of rating,
Superior and Outstanding, than the DD/S; however, the three
directorates compare very closely when the three top levels of
rating are combilned.

Description of the Employee

A five-degree rating scale was used for this purpose. Tab B-3
shows & high degree of similarity in the ssgcignment of ratings
both when viewed from a Caxreer Service standpoint and frcam a -
grade grouping standpoint. The highest rating, Five, Outstanding,
was assigned to approximately twenty percent of the items rated.
This is a considerably greater use of the Outstanding Rating
Por this purpose than in the evaluation of the Performance of
Bpecific Duties or Overall Performance. Characterisztic of this
analysis the individual ID/I and DD/P Carcer Ssxrvices employed
the two higher ratings, Above Average Degree and Oubstanding
Degree, more frequently than those of the DD/S, (Teb. B-4).

The aversges for all ratings for each of these rating eategories
are as follows:

Rating Category Rating Scale Agency Average
) (8even Degree Scale)

Specific Duties ' i Competent 5.0 Excelleut
S Excellent
6 Superior

(8ix Degree Scale)
Overall Performance 4 Clearly Bxceeds 4,3
Requirenents

5 Superior in Dvery
Important Respect

(Pive Degree Scale)

Pescription of the Normal Degree 4.0 Avove Average
Employee Above Average

5 Quts
Approved For Release 2000/06/01_: %A_-RDPQO_-O 708R000200100001-6
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B. The nature of the distribution of Fitnees Report ratings and averages
in the foregoing might raise questions and point to conclusions such as
the following:

(1) The use of three separate rating scales of five, six and
peven degreas makes it difficult for a supervisor to apply
standards clearly and uniformly to the three separate rating
categories used in the report. '

(2) In the use of Fitness Reports for personnel management purposes,
a difficulty, similar to that 1n (1) above, exists causing managcment
officials to usually focus on the rating for Overall Performance, and
the narrative statement in their interpretation of a Fitness Report.

(3) Inasmuch as the performance of nearly all Agency personnel
clearly or greatly exceeds the requirements of their positions,
are our people overqualified for the work? Or, are our standsxrds
of performance established too low? Or, is the terminology used
for our rating standards confusing and unclear? (We have long
maintained that our qualifications standards are high and the
requirements of most of our work difficult and demanding. )

(&) Reviewing Officials may be encouraging unrealistic rating
practices by their failure to play an active role in the application
of rating standards and contribution to the evaluation of the
individual.

(s) Rating officials may be inadequately trained in the important
supervisory function of employee evaluation and fitness reporting.

c. Although scme validity may be accorded to each of the above possible
conclusions, there are & number of extenuating circumstances which also
must be given careful consideration in any attempt to improve our rating
practices:

(1) Difficulty in stating, understanding and interpretating
rating standards is not limited to CIA but has long existed in
other agencies, the military services and in private organizations.
Despite constant efforts to achieve valld rating programs, no one
system has yet emerged as conspiciously successful. Owr current
fitness report form is generally regarded as superior to or at
least as good as any previously used.

) (2) In CIA, it is difficult to provide adeguate recognition for
individuals who perform well. The Fitness Report thus serves an
important purpose of recognizing on tha record good or exceptional
achievement and performance. The trend, undorstandably, has been

“ 4o take a liberal approach in the interest of management-cmployee
relations. This approach has been Justified particularly for
gnall overseas units where close and barmonious supervisor-employee
association is imperative to successful operation.
- 100 -
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(3) Moot Agency assignments do not lend themsslves to precise
definition and description nor to the estublisluent of formal
- standards of performance. Charucteristically, owr syatem has
long recognized that the capsbilities of the individual influcnce
wbat his position, its requirements, and frequently, tha grade
level will be. Thus, the individual and the Jjob are more nearly
synonymous in CIA than in mont organizations, e fact which com-
plicates the uoe of job requiroments as a standard for measuring
effoctivenass of performaace.

(%) Porplexing nroblems have aricen whan Career Service officilals’
have sought to talw adverse action egainst an auployee frankly
acknowledged to be substandard but whose Fitness Report faith-
fully documents his performance and capability over the years as
consistontly distinguishaed.

(5) In recognition of tha need for improving existing employee
evaluation practices, several of our Caresr Service Heads and

operating officisls bave made and are making genuine and aggrossive c

efforts to obtain realistic ratings. Some successes have been
achieved, but a unified, Agency-wide effort in this recpect has
not been undertaken.

The above characteristics of fitness reporting in the Agency bave oeen
teken into account in developing the proposal which follows for rovising
the fitness reporting program. ZIEarly in our review, we concluded that it -
would ba praferable and more acceptable to employees and supervisors alike
to institute reviced rating standads and practices coupled with the introe
duction of a substantially new fitness report form ratber than attempting

najor readjustments in rating while contimuing to use the existing rating
scales and fornm. : .

Numerical Rating Scales

The euyrent Fitness Report Form, Teb B-5, uses gemarate and inde-
pendently defined rating scales for evaluating performance of Sweeific
Duties, Overall Performance, and Fmployee Charscteristics in Sactions
B, C and D, respectively. The scalos bave seven, 6ix, and five degrees
of diserimination in order to eliminate standardization or direct com-
parison between the respective factors rated. In practice, however, the
variance in rating scales and the nscessity to uce 4 differsat adjectival
or descripitive definfition of the scale for each part of the Fitness Report
bave caused complications and misundersiendings and detyacted fxom the
accepiwance of the Report. Some of the cowplieztions may kave yesulted
frao the fact that, based on & striet cauparison of the degres definitions,
there are literally nine (9) distingulshbable degrees of 1etings now in usa.

- - 101 - |
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Scection B

Degree  Specific Duties

1. Unsatisfactory

2. Barely Adequate
‘ 35 . . L] L] L] [ ] L[ ] L]

b, Acceptable

5 Coupetent

6. - L] L3 [ * » L L]

7. Excellent

8. Superior

9. Outstanding

the rating scale.
4,

(1)
(2)

(3)
(&)

(5)
(6)
(7

FaReall . RASLESE a LR 1]
Al

\-‘L

Section C
Overall Peoxrformance

Fails to Meet Requirements (1)

Meets Most Requirements; (2)
Deficient in One or More
Important respects

L ° L] e L] L] L] L4 e * L L

Meets Basic Requirements (3)

Exceeds Basic Requirements (h)

Superior (5)
Outstanding (6)

“RDP90-00708R000200100001-6

Saction D
Inployee Charactexristics

Least Possible Degree (1)

Limited Degree (2)
Normal Degree - (3)
Above Average . (k)_
Outstanding (5)

Comments received from supervisors, personnel officers, and cmployees
(including several indepcondent employece suggestions submitted under the
Suggestions Awards Program) favor simplification and standardization of
Accordingly the revised rating scale proposed in Section’
B is designed to eliminate difficulties occasioned by the incongruous rating
scales in the present form. i

Content and Format of the Fitness Report

The following paragraphs sumnarize findings with respect to the
effectiveness of the various major sections of the Cwrrent Fitness
Report, Form 45, Tab 5, and outline recommended changes. A revised
Form 45, incorporating the changes, is attached as Tab B-6.

(1) “Section A - General Form 45

This section covers baslc data identifying the employee and

and his status.

Changes are required to indicate category of

employee %o replace section currently titled "Career Staff Status”.

(2) There was general agreement that specific major duties warrant
individual evaluation on an adjective scale, but the current seven

degree rating must be simplified.

There was also a proposal that

each specific duty receive & narrative evaluation. A five degree

Approved For Release 2000/06/01 ,r»GIA-I%Eﬁ%Oq-Qp?%ROOOZOM00001-6
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scale bas been provided in the proposed form, however, & narrative
evaluation of specific duties is not pleaned. The revised instruc-
+ions sctate that a rater may uce Bection C, Narrative Deseription
of Job Performance (proposed form) for cammants zregarding a specific
duty by direct reference o that duty.

Section ¢ - Evaluation of Overall Perflormonce

The concansus was that an adjective rating scale for ovaluating
overall performance wos essential to the purposes a fitnecs report
should serve ia the Agoncy. Most comments received emphosized that
it chould be made clear that each employee is being compared with
others of simllor level and type of work im CIA as well as egainat
his Job--not with the populntion at large. This coumparicon can only
be made within & framework of the rater's knowledge of othar people
doing similer work. fThe camse five-degree rating ccale that iz used
for the rating of specific duties is also to be used for overall
performance. In addition, the instructions provide for coszent in
the narrative on the relative performance of the person being rated
with other people known to the rater doing similer work.

Section D - Doscription of the Employce

The weight of opinion by users of tha Reoport is that the
ratings of gpecific characterictics are not very meaningful and
could well be disecontimued. It wvas pointed ocut that such eharacterw
istics es "Gets Things Dona", "Resourceful”, "Writes Bffectively”,
and the like would, if applicable to the Job performsd, be considered
in the level of rating asccorded speeific duties and also in ths '
narrative evaluations of performance. Aceordingly, the purpoce of
this section might be served equally well if the Fitnecs Report
directions (Tab B-7) include instructions to the following effect:

"In the evaluation of the memner of porformance
of specific duties ard ovarall job performance,
the following factors will be consldered and

" specifically coumented upon when thoy are coa-~
gidored of significance in the Job:

Productivity Mobility
Decisivencss Recoxds Discipline
Resourcefulnzcs Versatility
Supervisory Effectiveness Cost Conpciousness

Ability to Think Clearly
Acceptance of Responsibility
Bffectiveness of Written Expression
Effectivencss of Oral Expression

. Section D could then be eliminated, andthereportthereby umpli.ﬁed
without losing any vital elements.

Approved For Release 2000/06/01 éIA RDP90-00708R000200100001-6
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- (5) Section E - Narrative Description of Manner of Job Performance

i This narrative cection iz aclnowledged by virtually all users
- as the mogt informative and reliable part of the Fitness Report..
Its retention is unanimously desired. In fact, several suggestions
i were to expand this section by providing sdditional space and estab-
lishing separate subsections to assure receipt of narrative caments
on items such as strengths, weaknesses, potentilal, recommended
training and future assigmments, and suitabllity for overseas. It
C will be noted that this type of approach was used for several years
- by the Agency, Form 37-151, May 1952, Tab A-3, and to a lesser
_ degree on succeeding report forms. The approach was abandoned,
o however, by the Council Task Force in developing the current form.
- The Task Force reasoned that greater flexibility and more useful
parrative information would result if we do not force raters into
following a rigid pattern but merely provide guide lines as to
] coverage. Results since then have proven generally satisfactory

and support the Tesk Force position. However, as a further Ilmprove-
ment it is consdidored desirable to require descriptions in this
: section of supervisory and management responsibilities in addition
- to their being listed and rated among Specific Duties in Section B.

] Raters will be expected to sum up characteristics of pexfor-
- mance--in comparison to Job requirements and in relation to that
of other individuals doing similar work--and will include infor-
. mation on personal characteristics, qualifications, potential for
Bd future job assigmnments, and training or developmental assigmments
reccunended. '

(6) BSection F - Certification and Comments

Few comments or suggestions were received as to the use or
P econtinuance of this section. It was found that the subsection
- ' which provides that the supervisor return the blank form with
explanation when & report is not being mede was serving little
mseful purpose and can be eliminated to save paper work. The
same effect can be achieved through using other sections of tha

report for this purpose. The proposed instructions will so in-
dicate.
- In Section D, 1 space has been provided for the person being
: rated to cheeck a box to indicate that he has attached a memorandum
. regarding the report, should he desire to submit one.
-
In the subsection providing for Certifications and Couments
, by the Reviewing Official, it is noted that in about 96% of the
- cases, the Reviewing Official would have given the employee abgut
the same evaluation; in 1% the Reviewing Official would bave rated
the employee higher; in 1% lower. In 2% of the cases, the Roview-
_; ing Official was not sufficlently familiar with the employee's

.
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porformsnce to evaluate. In only about 10% of the 96% did the
Reviewing Official make ccuments which could be Judged as con-
tributing substantially to the usefulness of the raport. '

The role of the Reviewing Officlal and his accountability for
endorsement of Fitness Report ratings have not been strongly empha-
slzed in most parts of the Agency. We believe that more positive
action by the Reviewing Official will greatly help in achieving a

realistic rating program, and accordingly recommend that & narrative

evaluation by the Reviewing Officer be encowraged. In the new
Saction D=3 we would hope that the Reviewing Officer will state
why he would give the employee the same or different evaluation and
anplity the rating officlal's comments on ths employee's overall
evaluation. Present procedures for resolving wide divergenciles

of opinion between rater and reviewer by the Director of Personnel
and the head of the Career Service concerned and for notifying
auployees would be continued.

Proposed Fitness Report Form (Tab 6)

Recommendations made in the precoding Section k& are incorporated in the
form together with the basic instructions considered necessary. This form
will be supplemented by a more detailed Instruction (Tabd YOR

Fitness Report Procedures

Pitness Report, established cwrrent procedures which

are consistent with the recommendations of this study. The scheduling of
raports by grade groups with timing related teo promotion considerations has
bean found to ba useful. The use of memorandum in lieu of Fitness Report
for GS-1l4 and above personnel is recammended with the understanding that
the contant of the memorandum will be generally consistent with the evalu-
atlons called for in the revised Fitness Report Form.

EEEEEE
(NG I g I I VO o

Tab 7 =

Evaluation of Speecific Duties

Evaluation of Overall Performance in Current Position
Description of Exployee

Tabulation of Fitness Report Ratings by Career Service & Grade
Current Form 45

Proposed Form L5

Instructions for Fituess Report

- 105 ~-
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L

SECTION B
. CareER NUMBER (N DiISTRAIBUTION OF RATINGS rOR SECTION D .
vice SAMPLING 2 Seeciric Cuties DESCRIPTION OF THE EMPLOYEE
1 1 2 13 U 5.6 7 ) 2 3 4 5
o ToTaL 117 - 2 13 76 150 98 12 - 16 220 610 277
T - 1% 3% 228 W@ 208% 3% - 1% 208 548 25%
'T Sh 8 - - 1 6 9 8 - - - 2k ya 12
sC 36 - 1 15 50 32 10 - - Y 156 14y 2
SF 13 - - 3 13 19 3 i - 2 38 62 20
SJ 3 - - - 6 3 - - - - 6 17 6
St 16 - 1 4 9 27 7 - - 5 38 78 28
SM 2 - - - 1 2 - 3 - - L 5 10
sP 8 - - 3 2 10 9 - - 5 1 48 10
HT ss 17 - - 1 9 2u 16 1 - - - 26 & 46
ST 7 - - - 2 7 10 2 - 1 7 32 30
1 YoraL 5
DDS Typt 110 - 2 21 99 133 63 7 - 17 313 528 185
-[ - 1% 8% 30% kog 195 2F - 1% 30§ 5% 183
16 - 1 1 8§ 28 9 1 - 3 26 73 34
x \ - - - - 1 2 - - - 4 6 -
-T I8 2 - - - 1 2 2 1 - - 1 9 9
c 7 - - - 3 9 8 1 - 1 13 26 a6
IN 1 - - - 2 1 - - - - 6 3 -
‘1 1P h - - 1 2 6 3 - - - u 29 h
IR 14 - - 2 1% 16 10 - - 5 39 53 34
Is 8 - - ! 2 7 12 2 - - 12 33 34
0B 1 - - - 7 8 6 - - 1 16 32 17
oc 7 - - Y | S T - 2 19 37 18
00 6 - - 3 9 6 - - - 7 b 8
oT
ET DlA;VFE 73 - 1 5 43 100 62 7 - 12 147 3ke 8
-‘ - 1% 2% =208 6% 2083 3% - 2% =21 50% =27&
: GrAND
e To::L 300 - 5 Y5 217 384 223 26 - 45 6% 1480  6u6
.1 - 19 5% 248 lLag 258 @ 3% - 2% 24% 2% 223

-

[ 306, IS g WU % I o
t 1 & 2 8 B

7-

UNSATISFACTORY
BARELY ADEQUATE
ACCEPTABLE
COMPETENT
EXCELLENT
BUPERIOR

OUTSTAND I NG

THE MATERIAL USED IN THIS SAMPLING IS TAKEN FROM 1960 FITNESS RCPORTS.

LEAST POESIBLE DEGREL
LIMITED DLGREE

NORMAL DECREE

ABOVE AVIRAGE DEGRLK
OUTSTANDING DEGREE

THE DISTRIBUTION AMONG CAREER

SE LS IN IN APPROXIMATELY THE SAMT RATIO AS THE ACTUAL AGENCY CARELR SCRVICE EMPLOYEE OISTRIBUTION. N

cerion & Approved ForRelease2000/06/04:: GtACRDRIOLO0FOBROOG200 10000458 oF putiEs Rate

amd BECTION D ALL RATINGS OLSCAIBING THE CHARACTERIZTICS OF THE EMPLOYEE WERE TABULATED==UBUALLY TEN, UNLESSE

THE CHARACTERISTICS WEARL

KOT APPLIGABLE OR

NOT OBSERVED.

=112 -
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N pARUTATION OF FIT.ES3 REPORT RATIHGS BY GRAIE
GS-3 through GS-15

ey — — A —k

Lumbexr SLCLAION B
in T Dicerivuaticn of Ratings SECTION D
Greda Sampling for 3 Spocific Dutico Teocription of ths Emoloyce
1 2 3 & 5 o6 7T i 2 3 * 5
GS-15 15 1 2 s 15 20 2 4 3% 52 k5
GS-1h 26 5 30 38 b 17 133 105
GS5-13 39 1 13 52 36 3 56 198 96
GS-12 k2 271 65 28 2 4 95 229 86
Gs-11 20 2 7 13 30 T 1 % 59 90 30
5 GS-10 9 3 1+ 10 13 8 29
GS=9 35 6 Lk k1 18 © 2 10% 17T k4
Gs-8 18 3 20 7 19 2 k7T 57 35
GS=7 41 2 12 k 48 13 6 125 193 69
Gs-6 20 1 16 29 13 1 k1 218 30
985 24 3 12 37 17 3 2 k8 17 55
T GS-4 p1) 6 16 15 & 1 10 3 58 21
% Gs-3 2 5 1 - 6 0 1
. Total 300 - 5 45 217 38% 223 26 - 45 680 1480 646
T Percentage 0% 1% 5% 2u% bap 254 3P of 2% 24p sep 22p
:ﬁ Average Rating i 5 L
1 - Uncatisfoctory 1 - Least Poscible Degree
2 - Darely Adequate 2 =« Iinited Dagreo
- 3 « Acceptable ﬁ'- Formal Dogree
L - Compatent - Above Avercge Degres
5§ = Excellent ; " 5 « Qutstonding Degree
= 6 - Superior
7 - Cutotonding
o e material used in this sempling is token from 1950 fitness reports. Tho
- distrivution cmong gredes is in approximately the caxz ratio as the actual Ageacy
employce grede dictribution. In Scction B the ratingo apply ounly to the first
- three gpeeific duties rogardless of the mumbar of dutles ratcd. In Ssction D all
w  pratings describing the charactoristics of the cmployce wore ‘abulated--usually ten,
" unlees the charactoristics were not applicabls or not obsorved. /
_ - Approved For Release 2000/06/01 : CIA-RDQP90-00708R000200100001-6
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A | | SECRET B

0 o RNPA0..00 12001000

T EMPLOYEE SERIAL NUMBER

| ZTION A GENERAL

1o NAME (Last) (First) (Middle) 2. DATE OF BIRTH 3, SEX 4, GRADE

SERVICE DESIGNATION| 6. OFFICIAL POSITION TITLE 7. OFF/DIV/BR OF ASSIGNMENT

I"B- CAREER STAFF STATUS 2, TYPE OF REPORT
E 4 NOT ELIGIOLE MEMBER OEFERRED INITIAL REASSIGNMENT/SUPERVISOR
* PENDING DECLINED DENIED ANNUAL, REASSIGNMENT/EMPLOYEE

‘10. DATE REPORT DUE IN O.F, ;'_'l. REPORTING PERIOD To S5PECIAL (Spoclly)

. rom .

ECTION B EVALUATION OF PERFORMANCE OF SPECIFIC DUTIES

ﬁ_ist up to six of the most important specific duties performed during the rating period. Insert rating number which best describas the
. maaner in which employee performs EACH specific duty. Consider ONLY effectiveness in performance of that duty. All employees

7

with supervisory responsibilities MUST be roted on their ability to supervise (indicate number of employoes auperviaed).

L

T’l « Unsatisfactory 12 - Barely adequate l3 » Acceptable |4 - Competent |5 - Excellent l6 « Supoerior 17 « Qutstanding
speciFic DUTY NO. | . . RATING | SPECIFIC DUTY NO. 4 o RATING
b NO. . . NO,
= o o ks

SPECIFIC DUTY NO. 2 . RATING |SPECIFIC DlUTY NO, 8 RATING
T NO. NO.

J

SPECIFIC DUTY NO, 3 RATING [SPECIFIC DUTY NO. 6 RATING
T NO. NO.
TSECTION C EVALUATION OF OYERALL PERFORMANCE IN CURRENT POSITION

Tale into account everything about the employee which influences his effectiveness in his current position - performance of specific

juties, productivity, conduct on Job, cooperativeness, pertinent personal traits or habits, particular limitations or talents. Based on
iour knowledge of employee’s overall performance during the rating period, place the rating number in the box corresponding to the
Tsr'ateman' which most accurately reflects his level of performance.

1 - Performance in many important respects fails to meet requirements. RATING
2 - Performance meets most requirements but is deficient in one or more important respects, NO.
3 « Performonce clearly meets basic requirements,
4 - Performance clearly exceeds basic requirements.

i 5 - Performance in every important respect is superior,
- 6 - Performance in every respect is outstanding,

el

T?ECTION D DESCRIPTION OF THE EMPLOYEE

In the rating boxes below, check (X) the degree to which each charactoristic applies to the employwo

-4 = Least possible degree ]2 - Limited degree I 3 «» Normal degree ]4 = Above average degres 15 - Qutstanding degree

- NOT NOT RATING
CHARACTERISTICS APPLI- oB=

T CABLE |SERVED| 1 2 3 4 5

GETS THINGS5 DONE

ESOURCEFUL
I ACCEPTS RESPONSIBILITIES

I AN MAKE DECISIONS ON HIS OWN WHEN NEED ARISES

DOES HIS JOB WITHOUT STRONG SUPPORT
TFACILITATES SMOOTH OPERATION OF HIS OFFICE
| WRITES EFFECTIVELY
SECURITY CONSCIOUS
W HINKS CLEARLY
O PLINE IN ORIGINATING, MAINTAINING AND DISPOSING OF RECORDS

2T nER (Specﬁrp'li " I F - e L e
] : 064
-i S. ON *E* S
FORM
Ra®l & 45 OBSOLETE PREVIOUS EDITIONS, SECRET (4)
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SECRET

(When Filled In)

yECTION EAlnlnrmua B\ P

tress strongths and weaknessos domonstrated in currant postion'.
work. Give recommendations for his training. Describe, if appropriate, "
sponsibilities. Amplify or explain, if appropriate, rotings given in SECTIONS B, C, and D to provide the best basis for determining

uture porsonnel actions.

Raldaee’2000/06/0-

O
ndicate uggoﬂns made fo nmp%:gcq tgqgmotaﬁont of his

his potentiol for devolopment and for assuming greoter re-

v

h’ ’ b

i

-

-

et

LJECTION F CERTIFICATION AND COMMENTS

L—L- BY EMPLOYEE
) I certify that | have seen Sections A, B, C, D and E of this Report.
ATE SIGNATURE OF EMPLOYEE

2 BY SUPERVISOR

-NDER MY SUPERVISION

ONTHS EMPLOYEE HAS BEEN

\F THIS REPORT HAS NOT BEEN SHOWN TO EMPLOYEE, GIVE EXPLANATION

IF REPORT 1S NOT BEING MADE AT THIS TIME, GIVE REASON,

lins EMPLOYEE UNDER MY SUPERVISION LESS THAN 00 DAYS l

lREPORT MADE WITHIN LAST 90 DAYS

OTHER (Specify):

ATE

OFFICIAL TITLE OF SUPERVISOR {

TYPED OR PRINTED NAME AND SIGNATURE

BY REVIEWING OFFICIAL

! | WOULD HAVE GIVEN THIS EMPLOYEE ABOUT THE SAME EVALUATION.

|- | WOULD HAVE GIVEN THIS EMPLOYEE A HIGHER EVALUATION.

| WOULD HAVE GIVEN THIS EMPLOYEE A LOWER EVALUATION.

| CANNOT JUDGE THESE EVALUATIONS: | AM NOT SUFFICIENTLY FAMILIAR WITH THE EMPLOYEE'S PERFORMANCE,

\

SROMMENTS OF REVIEWING OFFICIAL

OFFICIAL TITLE OF REVIBWING OFFICIAL

-~ 115 =~

TYPED OR PRINTED NAME AND SiGNATURE

Approved For Release 2000/06/GECKHA-RDP90-00708R000200100001-6
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DIRECTIONS FOR COMPLETING FORM 45, FITNESS REPORT

GENERAL . [

1. POLICY
It is Organization policy to inform employees of the effective-
ness of their work performance. Organization policy also re-
quires that supervisors record at least once each year their
opinions and evaluations of the work performance of em-
ployees under their jurisdiction. Evaluations will also be
made whenever it is necessary or desirable to provide Organi-
zation management with information which may be perti-
at to future personnel actions affecting these individuals.
outlines policies concerning the require-
ments for submitting initial, annval, reassignment ond special
reports, showing the report to the employee and appeals
procedure. The Fitness Report, Form 45, is used to record
evaluations. However, an evaluation in memorandum form
may be substituted for Form 45 for employees in Grades
GS-14 and abave. ) )
2, SUBMISSION
The Fitness Report will be submitted in duplicate to the Head
~ of the Career Service concerned. The Head of the Carcer
Service will retain one copy and will forward the original

to the Office of Personnel.

“is of particular importance in providing a recor

3. INITIAL REPORT .
A Fitness Report will be prepared for each employee as of
nine months after his entrance on duty with the Organization.
An initial report need not be made when a Fitness Report has
already been made for some other purpose within 90 days
prior to the due date of the inltial report. The initicl report
d of the su-
pervisor's evaluation of the employee before the employce
has completed his twelve-month trial period. An initicl re-
port may be deferred for a period not to exceed 30 doys be-
yond the due date to provide the supervisor with additional
time to evaluate an employee who has been under his jurisdic-

tion for less than 90 days.

4. ANNUAL REPORT .

A Fitness Report will be prepared annually for each employee,
except when o Fitness Report has been made for some other
purpose within 90 days prior fo the due date of the annual
report.  An annual report may be deferred until the employce
has been wnder the jurisdiction of the supervisor for 90 days.

" SCHEDULE FOR SUBMISSION OF ANNUAL REPORTS

FOR PERIOD ENDING

GRADES
GS-1 through GS-5 P March
30 June

GS-6 through G$-8

GS-9 1hrqugh GS-11 30 September

G512 and GS$-13 31 December

GS-14 and above 31 March

5. REASSIGNMENT REPORT
Supervisors will prepare a Fitness Report when the supervisor
is changed by the reassignment of the employee or the super-

Y116 -

DUE IN OFFICE OF PERSONNEL
FROM HEADQUARTERS FROM FIELD

30 April 31 May

31 July 31 August
31 October 30 r.\'ovember
31 January ﬁ8 February
30 April 31 Moy

visor. When the supervisor is reassigned and has numerous

" reassignment reports to prepare he needs to complete only

Section B of the reporh.

Approved For Release 2000/06/01 : CIA-RDP20-00708R000200100001-6
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. . - SECRET . .
) (When Filled In)
| r "TEMPLOYEE SERIAL NUMSER
- FITNESS REPORT C
o SECTION A : GENERAL )
L I+ NAME (Last) (Firet) (Middle) 2. DATE OF BIRTH [3.5EX . |4+ GRADE s. 5D
§. OFFICIAL POSITION TITLE S GFF/DIV/BR OF ASSIGNMENT |8, CURRENT STATION
’ i 3, CHECK (X) TYPE OF APPOINTMENT 10. CHECK (X) TYPE OF REPORT
CAREER } 1mzsznve i | remporany INITIAL REASSIGNMENT SUPERVISOR
o CAREER*PROVISIONAL (See inatructlone = Section C) ANNUAL REASSIGNMENT EMPLOYEE
“ sPECIAL (Specify): spECIAL (Specily):
- 11. DATE REPORT DUE IN O.P. 12. REPORTING PERIOD (From= to0)
Do SECTION B ) PERFORMANCE EVALUATION
‘ W - Weak Performance rangss from wholly inadaquate to slightly less than satisfactory. A rating in this category requires
positivo remedial action. The nature of the action could range from counsaling, to furthor training, to placing on

t or to separation. Doscribe action taken or proposed in Section C.

. probation, to reassignmen
ntirely satisfoctory and is characterized noither by deficioncy nor

A - Adcquate Performanco meeots all requiremonts. Itise
P . excellonce. )

L - P - Proficiont  Porformance is more than satisfactory, D
? § « Strong Performance i3 characterized by oxcoptional proficiency.

' : O - Outstanding Performance is so exceptional in relation to requiroments of the work ond In comparison to the pecformance of
Com others doing similer work as 1o waorrant special recognition.

| -
‘ SPECIFIC DUTIES
List up 1o six of the most important specific duties porformed during the rating period. Insert rating lotter which bast deseribes the

manncr in which omployce porforms EACH specific duty. Consider ONLY effectivensss In performance of that duty. All omployees
i MUST be rated on their ability to supervise (indicate numbor of employeces supervised)

osirod results aro belng preduced ina proficient manner.

- . with. supervisory responsibilities
SRECIFIC DUTY NO. 1 RATING
) LETTER
"
! -
. SPECIFIC DUTY NO. 2 RATING
; , LETTER
{ -
i SPECIFIC DUTY NO. 3 ‘ , RATING
| LETTER
. - .-
I
i -4 .
L sSPEC! 4 RATING
‘ ECIFIC DUTY NO. RATING
s
i
: SPECIFIC DUTY NO. 8 RATING
- . o | LETTER
-d SPECIFIC DUTY NO, 6 VRN i} RATING
: . LETTER
: t .-
| o ¢
‘ OVERALL PERFORMANCE IN CURRENT POSITION
' e e T RATING
: ~.Lg into account averything about the employeo which influences his offactivenoss in his curront position such as per- LETYER
R manca of spocific dutics, productivity, cenduct on job,-cooparaﬂvonoss, pertinent porsonal traits or habits, and
| rarticulor limitations or talonts. Based on your knowledge of employas’s overall porformance during tho rating poriod,
1 place the lottor in the rating box corrosponding to the stafoment which most accuratoly reflocts his lavel of performance. t
— P . GRour ¥
H RM ) _ | )
- I P90-007¢§R00200100001-6
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"SECTION C NARRATIVE COMMENTS
indiccte signlficant strengths or wacknesses domonstrated In current position keeping in proper perspoctive their .rc_!otionship to
overall performance. State suggestions made for Improvement of work performance, Give recommondations for training. Commenm
on foreign language competence, if required for current position. Amplify or explain ratings given in Saction B to provuc!c best
basis for dotermining future personnel action, Mannar of performance of 'managorial or supervisory duties must bo doscribed, if
applicable. ¥ o ) o
* e
SECTION D CERTIFICATION AND COMMENTS
1. BY EMPLOYEE
| CERTIFY THAT | HAVE SEEN SECTIONS A, B, AND C OF THIS REPORT
DATE SIGNATURE OF EMPLOYEE )
2, BY SUPERVISOR .
MONTHS EMPLOYEE HAS BEEN IF THIS REPORT HAS NOT BEEN 5HOWN TO EMPLOYEE, GIVE EXPLANATION
UNDER MY SUPERVISION i’ . . N
.? .
DATE OFF!C]AL TITLE OF SUPERVISOR TYPED OR PRINTED NAME AND SIGNATURE
3. - BY REVIEWING OFFICIAL
COMMENTS OF REVIEWING OFFICIAL
1
:33\7: ' (; - t‘ri .\a.‘-z %3
- by O
R A
. . v
1y is §
048
DAYE OFFICIAL TITLE OF REVIEWING OFFICIAL YTYPED OR PRINTED NAME AND S5IGNATURE
’ -
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Appendix G

Documents on Review of Fitness Report System

Memorandum for the Record, 17 February 1969

Memorandum for Executive Director-Comptroller, 22 November 1968

Tab A - DD/P Proposal for Revised Fitness Reporting System

Teb B - Comments of the Deputy Directors and the Inspector
General _

Tab C - The DD/I Counter Proposal

Teb D - Professional Manpower Committee Ratings.

Tab E - Rating Distribution by Career Service

Tab F - Fitness Report Form and Instructions
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4% FEB 1968

MEMORANIUM FOR THE RECORD

SUBJECT: Meeting with Executive Director-Comptroller on 13 February 1969

1. Present were Messrs. Karamessines, Duckett, Bannerman, Proctor,
Houston, Stewart, and the undersigned.

2. The subject of review was the Agency's Fitness Report system--a
proposal by the Deputy Director for Plans, comments about that proposal by
the other Deputy Directors, and a memorandum by the Director of Personnel
reviewing and commenting on the total package. At the request of Colonel
White, I briefly reviewed the essential items for discussion as reflected in
my 22 November memorandum, i.e., that the substance of most of the proposals
could be accomplished by command within the authorities resting with the
Deputies, that we proposed a redefinition of "Adeguate," and that the Deputy
Director for Intelligence's proposal for evaluation of potential be deferred .
for consideration within the succession proposal presented at the last meeting. -

3. It was soon apparent that there was general consensus that the two
lowest terms, "Adequate" and "Weak," should be renamed and redefined with
"Marginal" replacing "Adequate" and "Unsatisfactory’ replacing "Weak." The
second proposal of our paper, discussed in paragraph Tb, was endorsed--par-
ticularly that the rev1ew1ng offlcer must make a p051tlve comment and that
a mere 51gnature would not be acceptable. It was agreed that formal instruc-
tIion on fitness reporting should be made a part of the Agency supervisory
training courses, and Mr. Proctor urged, with the support of the others, that
the training include what is really expected of a supervisor or rating offi=-
cer: frankness, forthrightness, objectivity, etc.

4. In a memorandum to the Director of Personnel dated 6 February, the
Inspector General had proposed consideration of a procedure by which all
Fitness Reports more than five years of age would be removed from the Offi-
cial Personnel File, though retained by the Office of Personnel, in order to
free employees of the burden of the occasilonsl poor report whlch dogs thelr
footsteps forever thereafter. There was considerable exchange and unresolved
‘differences of point of view; alternative proposals were offered. jﬂg_;Duckett
proposed, and it was agreed, that any weakness noted in a prior year's Fitness

Report must be»qommented on in the subsequenﬁ Fltness Repori.

5. The discussion then turned to the use of the Memq;epgggwig_g}eu of
the regular Titness Report form, and it was _agreed that instructions should
be Tevieed to state vhat a Memorandum ln Lleu of the Fltness Report form will
be used less frequently than 1t lS now, only when clearly establlshed that a

memorandum is more appropriate and not used gerely to- av01d specxfmcxty.

e A b .

iy E-.—-—-_——-q-m
i
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Approved For Release 2000/06/095,CIA- R R000200100001 -6 |

B H‘“\% B d‘* Lol i3

AU EE 40 Ty v s oot fmn g h gy v Ans s g RINY TS NTEa b e aea e ge aleiag e et -



’

Approved For Reiease 2000/06/01 : CW—RB%O 00708R000200100001 -6

oo Tatls
arre oY

LSRN ;'\\j
AT vy

o R i [ W
a .

6. The Office of Personnel is charged with the preparation of a staff

paper proposxng the varlous changes in terms, definitions, standards and
Procedurés.  That paper will be circulated among those present anquhen
cleared will be offered for publication.

T. At the request of Mr. Karamessines, the handling of the meeting
with the college editors on Friday, 1k February was dlscussed and agreed
UpOe

Robert 8. Watbtles
Director of Personnel

Distribution:
O&l - ExDir-Compt
DD/I
DD/P
- DD/S&T
DD/s
General Counsel
e
D/Pers (Policy File)
D/Pers Chrono

R SN R S
]

OD/Pers/RsWattles:mtw (14 Feb 69)
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MEMORANDUM FOR: Executive Director-Comptroller

recommendations are contained in paragraph T.
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\
SUBJECT QUX?rqposed Revised Fitness Reporting System i

REFERENCES : (a) Memo dtd 20 June 68 fr DD/S to D/Pers; same subj

(b) Memo dtd 13 Mar 68 fr D/Pers to Ex Dir-Compt; same
subj

1. This memorandum submits recommendations for your approval; these

2, Comments have now been received from all the Depubies and the

Inspector General on the Deputy Director for Plans! proposal (Tab A) to
revise the Fitness Report System. Suwmmarized at Tab B, these comments
show a definite reaction against the proposed changes with particularly
strong objections registered against the change to a three-grade scale
(Outstanding, Satisfactory, and Unsatisfactory), instead of the present
fivemgrade scale for rating overall performance. The Depuby Director
for Intelligence has submitted a counter proposal (Teb C) to divide the
Fitness Report into two parts, leaving the present report essentially
unchanged as & performance rabing report with the second part contalning
an appralsal of those factors necessary for career management such as
potential, intellectual and social talents, creativity and the like.
This portion would not be shown to the individual.

3., My conclusion is that most of the changes to our Fitness Report

System proposed by the DD/P are desirable except for the proposed change
in reting scale, and with this exception, can be accomplished within the
present format. I would reject the proposed change to the rating scale
for a number of reasons. :

a. The Agency's need is for more rather than fewer quality
groupings. The difficulties at the career board level in ranking
people is one example of this need.

b. The Professional Manpower Committee used a seven-point
scale in evaluating approximately 1,700 young professionals in
their study. Evidently they felt the need for more rather than
fewer grading levels and the results are rather interesting as
can be seen at Tab D. The Committee achieved a more desirable and
useful distribution curve and one which drastically reduced the
clustering of people at the "Strong" level.

Ao

6ROGP 1
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¢. The vote of the other Deputies and the Inspector General
is overwhelmingly against this change to the present five-point
scale.

L. Other recommendabtions should be implemented and can be accom=
plished wiThinm The present system,

a. It would be very desirable to improve the role of the
reviewing officer, as suggested in the DD/P proposal. The reviewing
official might be required to include a brief evaluation of performne-
ance, potential, and future utilization. He can play a stronger
part in resolving critical differences of opinion between the indi=
vidual and the rater and between the rater and himself, particularly
if the ratings are adversely critical. The ranking by the reviewlng
official as suggested in the DD/ P proposal might be more difficult
particularly in cases where the reviewing officlal has a limited
nunber of people in a given grade.

b. The DD/ P proposal that there be a performance consultation
at least once a year as a separabe transaction with certification
that such a consulbation has been held would seem to be an in-house
practice which could be instituted by the Deputies within current
Agency policy if they cared to do so.

¢, The proposal to combine the revised rating scale with a
deseriptive rating of duties need not stand or fall on the adoption
of the revised rating scale. My thought here is that the DD/P
could adopt this recommendation on the basis of the present rating
scale as an "ine=house" requirement.

5. While the proposal for follow-up action on an overall rating of
"Unsatisfactory” is no different to the present instructions for the
rating of "Weak," the low usage rate in the present system for both the
"Adequate" and "Weak" ratings reflects more on our supervisory practices
than on the format. (Tab E) Nevertheless, the DD/P has a point to make
when he says in his recommendation for a three-point scale that, "we '
would no longer have to struggle with the meaning of the marginal 'Adequate’
in connection with initiating an sdverse action." Furthermore, he is
absolutely correct in stating that the present rating of Adequate does
not provide a definable or defensible basis for taking adverse action;
the definition of Adequate being, "performance meets all requirements.
Tt is entirely satisfactory and is characterized neither by deficiency
nor excellence." (Tsb F) It seems to me that our scale is at fault in
that it drops off too abruptly from Adequate which 1s an entirely
satisfactory rating o Weak which is an wnsatisfactory rating. I would
propose to meet this valid criticism by redefining the Adequate rating
to provide a better gradation in our present five~point scale even
though this action may have some "after the fact" implications.

- 123 -
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6. The proposal to recognize an "Outstanding" rating in a positive
manner by a Merit Award or Quality Step Increase, when combined with the
proposed three-point scale, would accentuate the clustering of ratings to
an even greaber degree than at present with the result that just about
everybody would be graded in the middle satisfactory grouping. However,
the concept has merit with the present scale if left on a discretionary
basis.

7. In summary, it appears to me that the DD/P proposal makes two
s0lid points; namely, the indefinite role of the reviewing official and
the deficiency of the gradations in the low end of the scale. I believe
that the improvements that the DD/P seeks can be accomplished within the
present format of our Fitness Report System without losing the continuity
and understanding we now enjoy. Accordingly, it is proposed:

/‘
(é) The present five-point rating scale be continued but that
the rating of Adequabe be redefined as follows,

"performance meets most requirements. It is characterized
neither by serious deficiency'gﬁ;excellence.”
[&3

b. The role of the reviewing official be clarified by a
change to the present Instructions whercby he would be responsible
for narrative comment on potential and ubilization and would be
expected to comment on the liberality or the strictness of the
rater where possible; and by a change to our Regulations by which
the reviewing official would be responsible for resolving critical
differences of opinion between the individual and the rater,
particularly if the ratings are adversely critical.

c. That a formal period of instruction on Fitness Report
responsibilities be made part of the supervision and management
courges to the end that the fitness report serve the management
reporting as well as the employee relations function.

d. That the DD/I proposal for a two-part report be deferred
for the moment until the full implications of the study on Managing
] the Succession Problem be realized, since this study includes a
similar proposal.

25X1A

Y Robe . WS es
Director of Personnel

Atts
-,l?h -
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The recommendations contained in paragraph 7 are approved.

L. K. White Date
Executive Director=Comptroller
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Proposal for a Revised Fifness Reporting System

1. Background:

a. During the last twenty years the Agency, the Federal Government, = .
and private industry have experimented with a great number of Fitness = -
Report Forms and Systems. Much effort has been expended in analyzing
the results achieved by existing systems, and attempting to correct weak-
nesses through the development of "improved' systems and procedures,
; Few tangible improvements have been realized, but there is a general ' -
? and almost universal conclusion that Fitness Reporting must be continued
for personncl management purposes, even though a truly satisfactory
_ system has not emerged,

o ai

POV VR

Lo b. Within the Agency, Fitness Reports have been used to rate
employece performance, personal traits, and potential by the use of: IR
‘ “(a) Adjective or numerical ratings, and (b) narrative evaluatory statements, =«
e General agreement exists that evaluatory statements have been more o
R significant and have served better than adjective or numerical ratings in
providing a picture of the individual and his manner of performance.

i = At s o

2. Evaluation of Current Fitness Reporting System:

a. Adjective Ratings: The current system uses“five adjective ratings:

e e © e gt s At =

Weak, Adequate, Proficient, Strong, and Outstanding, to appraise the.
performance of specific duties and overall performance. In practice,
however, only three of the ratings are generally used: Proficient, Strong
and Outstanding. The trend has been to use more of the higher ratings
each year, i
CS Carecer Service Fitness Reporting of Overall Performanceﬂ
B as.9, 10, 1 ¢ig-12.13 | aS-14 & Abeve "
P - , |
(] 1962 1967 1962 - 1967 1967
L : Weak 1% 0.1% 0.4% 0.1% 0.1%
: % : ) Adecquate 7% 2.0% 4.7% . 0.5% - 0.6%
by Proficient {45% 23.0% 35.5% 18. 7% Y 9.8% .
b Strong 42% 69.0% 55.9% -76.1% o TL8%
Pt Outstanding 5% 6.0% 3.5% = 4.6% - 11.7%
| | - 126 - | -

A 126 - o PR
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The forcgcing indicates the increasing upward trend in the use of high
ratings and the loss of signilicance of the fiva rating scale. Almost 90%
of our GS-14 and above personncl are rated as periomming above average

(Proficient). At the same time, Adequate and Weak ratings have tended

not only to fall iato disuse but also to become substantially indistinguishable.

In praciice, a rating of "Adequate' docs not provide a definable or
defensible basis for tuking adverse actions.

b. Narrative Ratings: The current Fitness Reporting system pr rovides
a narrative evaluation of total performance. Many raters provide a
descriptive and meaningful evaluation which is usciul for personnel manage-
ment purposcs; other narrative evaluations consist of joneralizations.and
platitudes and do not evaluate in spocific terms chavacteristics of the
! individual or his performance. Improved guidelines to structure tho
marrative content of the avalualion should provide more ugeful and consistent
reports. '

3. Suaeested Revision of the Fitness Revorting System and Fitness Report
e b, i oL

~ v
rOoTIN:

a. Chavacteoristics:

(1). Ratine Saale:

Umsatisfadtory: T.ess than satisfactory performanrce. Doos

not mecet performance requirements for the duty or the
position .

Satisfactory: Periormance is characterized by uftcctwun,os

in mecting duty and job rcqmr ements.

i Outstanding: Performance is so exceptional in relation to
’ requirements of the work and in comparison to performance
of athers doing similar work as to warrant special recognition.

(2). Rating of Snccific Duties: It is belicved that only significant
duties sitould be recorded and rated. Ve propose to combine
the revised rating scale with a descriptive rating of cach duty
in order to provide a more usciul evaluation,

127 -
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! (3). Rating of Overall Performance: In making the overall
-

performance rating, the rater will consider all factors
affecting performance, including personal traits, skills,
conduct, and any limitations which may apply. e will
- ' include a narrative evaluation to explain the basis for

i - the rating and to give a general picture of where the

; Ll individual stands in rclation to others rated in the same
- . , group. In addition, the rater will comment on potential,
' suggest assignments and training neceds, and outline
personal traits of significance. '

§

|

4

J : {4). Evaluation by Reviewing Official: The Revicwing Officer
f : . will include a brief cvaluation of performance, potential
& | ! and future utilization of the .individual rated. Whenever
' } ‘ possible, he should indicate the relative ranking of the
) j P o individual with others in the same grade and type of work.
-i } : The reviewing officer will be responsible for assuring that
: '

the raters under his supervision adhere to realistic

standards and undertzke and follow through on necessary

- ' : corrective actions. The reviewing official will be respon-
sible also for resolving any critical difforences of opinion

; *  between the individual and the rater, particularly if the

- i ’ _ ratings are adversely critical. If major differcences cannot

T be adequately resolved by the component, they will be

; - : referred through commniand channels to the Carcer Service

' concerncd for review,

| S ;
: i } 1 b. Action Required on the Basis of Fitness Report Ratings:
. !
- ' i Unsatisfactory Rating: A rating of unsatisfactory on any duty
?. will require positive action to train or assist the individual to
i ! : improve his performance of the work or will result in his
- assignment to other work. An overall rating of unsatisfactory.
: 3 will require corrective action without delay such as warning
I j; or probation, rcassignment or special training. In extreme
D ~ cascs, scparation may follow. ‘
‘_, Outstanding Rating: A rating of routstanding on overall performance
- should be followed by special recognition as appropriate, in-
cluding commendation, merit award, recommendation for
' - promotion or quality step increase, or consideration l'or reassign-
- | : ment to more responsible work,

- 128 -
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: " ¢. Performance Consultation: At least once a year, the
- ' supervisor will have a performance consultation with the
employee being rated. This consultation may take place
at the time the Fitness Report is being prepared or at

- some previous time as circumstances warrant. When an
M employee is given an unsatisfactory rating, a report of

o the performance consultation will be mada and forwarded

- as an "Eyes Only" memorandum through normal command

channels to the Secretary of the Career Service Board
- concerned. Such a performance consultation report in no
- way relieves the supervisor from commenting on an
employee's failings or weaknesses in the regular Fitness
. Report. - The certification that a performance consultation
has been held on a specific date will appear on the Fitness
Report form and will be signed by the supervisor.

Summary of Advantages of Proposed Fitness Report System:

,_f 4,

j a. Each adjective rating will be more meaningful when combined
i _ : with the narrative description or explanation. A descriptive
' rating of each element of performance (duties) as well as
overall performance will be obtained. This emphasis on
narrative evaluation will provide more useful information
for personnel management purposes. '

S b. Two of the three ratings, Unsatisfactory and Outstanding, will
- : require that special action follows, We will not have to '
i : struggle with the meaning of the marginal 'adequate'". rating
in connection with initiating an adverse action. Ty

;  ¢.’ The Report of Performance Consultation will be useful to
‘ ) supplement the Fitness Report when an unsatisfactory rating i
cow- : . is involved to provide evaluatory material pertinent to the
‘ ' corrective action being recommended 0

e m e

o ‘, d. The tendency to rate all individuals "above average' will
be minimized.

- 129 -
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e. The stronger role of the reviewing officer in achieving
realistic and meaningful reports and in resolving differences
between the individual and the rater will improve reporting

and morale.

5. Reviscd Fitness Report Forms: Samples of the proposed revised Fitness .
Report Form are attached.

130 -
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- (When Filled In)

EMPLOYEE SERIAL NUMBER

FITNESS REPORT

! SECTION A GENERAL

e NAME (Laat) (Firat) (Middle) 2, DATE OF BIRTH [3. 5EX 4. GRADE 8. 5D

&, OFFICIAL POSITICON TITLE 7. OFF/DIV/BR OF ASSIGNMENT (8. CURRENT STATION

9. CHECK (X) TYPE OF APPOINTMENT 10, CHECK {X) TYPE OF REPORT

CAREER | [Reserve | | TeEmMPoRARY INITIAL REASSIGNMENT SUPERVISOR
REASSIGNMENT EMPLOYEE T

CAREER«PROVISIONAL (See inatructions - Section C) ANNUAL
; sPECIAL (Speciiy) sPECIAL (Specify)t
i~ .]V1. DATE REPORY DUE IN O,P, \2, REPORTING PERIOD (From« to~)

SECTION B — PERFORMANCE EVALUATION

1. EVALUATION OF PERFORMANCE OF SPECIFIC DUTIES
| 7T 1 ORDER OF IMPORTANGE MOT FORE THAN THE FOUR HOST SIGNIF ICANT DUTIES PERFORIED DURILG THE RATING PERIOD. RATE
| "l PROF ICIENCY OF PERFORMANCE OF EACH DUTY BY ASSIGNING THE SYIBOL APPROPRIATE FOR THE ADJECTIVE RATING ARD DESCRIBING
: IN NARRAT IVE FORM THE MAMNER IN WMICH THE OUTY HAS PERFORMED,

U = UNSATISFACTORY § = SATISFACTORY . 0 = OUTSTAMDING

b SPECIFIC DUTIES NARRAT IVE COMMENT pATING |

—

s .
XERO |*

e

2 !

3

2 OVERALL PERFORMANCE IN CURRENT POSITION

VHATING

OR TALENTS
Fo

xreal

TAKE 1510 ACCOUNT CVERYTHING ASOUT THE EMPLOYEE WHICH INFLUENCES HIS EFFECTIVENESS SUCH AS PERFCRHAICE OF SPECIFIG
DUTIES, PRODUCT IVITY, COMDUCT ON JOB, COOPERATIVENESS, PERTINENT PERSONAL TRAITS OR HABITS AND PARTICULAR LIMITATIONS
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Comments of the Deputy Directors and the Inspector General

Recommendation: That a three-point scale (Outstanding, Satisfactory, and

Unsatisfactory) instead of the present five-point scale

(outstanding, Superior, Proficient, Adequate, Wealk.)

Comments:

DD/I: "Rather than eliminate what could be useful distinctions,
T would prefer to see greater adherence to the philosophy
and directions on the present rating system as expressed

in the Fitness Report Guide."

leggg: "T see no significant result accruing from the reduction
of the present five-point adjectival scale of the Fitness
Report to three. Indeed, one might gsk why not reduce it
to two. I would anticipate that a three-point scale would
simply result in the addition of pluses and minuses ahd,
therefore, to a proliferation of caiegoriés beyond the

five which now are used.”

Inspector Gen: "I would be particularly sorry to see the three level rating

scale introduced. The sorting out of the middle group,
which is now accomplished by dividing them between the
Strong and the Proficient, seems to me to be an entirely

worthwhile exercise.”

- 135 =
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Recommendation:

Comments:

Inspector Gens

That the reviewing officer include a brief‘evaluation of
performance potential and future utilization of the indi=
vidual indicating relative rankings whenever possible and
resolving any critical differences of opinion between the
individual and the rater, particularly if the ratings are

adversely critical.

"DD/P's proposal to increase the role of the reviewing
official has two parts. I concur with the part which
deals with resolving critical differences of opinion
between the individual and the rater with further recourse
to the Career Service. I do not, however, concur with the
proposal that the reviewer 'indicate the relative ranking
of the individual with others in the same grade and type
of work.' I believe that such ranking should be the task
of the Career Service Board concerned rather than a single
reviewing official with so much more limited basis for

comparison.”

"The reviewing officer should make a basic evaluation of
the rating officer (if able by previous association). For
example, 'I have known the rater for several years and,
while an excellent rating officer, he tends to rate all

subordinates a little high (low, ete.).”
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Recommendation:

Comments:

DD/I:

Inspector Gen:

Thet there be a performance consultation at least once
a year as a separate transaction with certification
that such a consultation has been held on a specific

date to appear on a Fitness Report Form.

"The need to formelize a requirement that a supervisor
consult with his subordinate about performance annually
appears to be a sad commentary on the Agency's super-
visory skills. Consultation should be a continuous
process; no supervisor should save up his criticism and
guidance over a year's period for presentation to his
subordinate at the time of an annual Fitness Report or
mandatory performence consultation. Although the topic
of employee supervision 1s more fundamental than the
Fitness Report, it appears that we have been attempting
to overcome the shortcomings of supervision by imprové-

ments in the Fitness Report form itself."

"If, as & part of this system, employee consultation is
performed, then it should be recorded on the Fitness

Report form."
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Recommendsation:

Comments:

DD/1:

DD/S&T:

Inspector Gen:

To combine the revised rating scale with a descriptive
rating of each duty in order to make the adjective

rating more meaningful.

"T doubt that this proposal will be any more successful
than our present system in providing more useful infor-

mation for personnel management purposes,”

"T would hesitate to lengthen the time of preparation by
combining the adjective rating of each duty with a

narrative."

"There should be no more than two 'specific duty' boxes.
The employee should be rated on his assigned duty end

secondary 'principal' assignments. Beyond that, again,

miscellaneous functions could be covered in the narrative."

- 138 -
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Recommendation:

Comment:

DD/G&T:

That follow-up action on unsatisfactory ratings include a
warning or probation on an overall rating of unsatisfactory
and conversely an oubtstanding rating be recognized in a

specific way such as Merit Award or Quality Increase.

"We need & technique which combines to facilitate the
expression of dissatisfaction with corrective action.

An example might be the tying of required action to use

of the 'adequate' category. To my thinking an employee
performing at the 'adequate' level should be easily re-
placeable with resulting improvement. i would favor the
idea that a rating of 'adequate' mean the start of a pro-
bationary year in which improvement is necessary if the
individual is to continue in that job. Then if the
'adequate' rating is repeated at the end of the next
reporting period...the individual would be shifted to
enother position...or if the individual did not wish to
shift, it would be understood that he could remain but
with 8 reduction in grade. I would not argue the sementics
of using 'adequate' for this action category, but I do feel
that some such category be used which is higher on the scale
then 'weak' and yet indicates that the organization does not
intend to continue the individual indefinitely on such a
marginal basis at his present pay scale. The value of such
a scheme lies in the automaticity of eventual action on the
specific problem combined with the postponement of action

pending mutual efforts of both the rated individual and his
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"In sum, I do not believe that the DDP proposal for
changing the Fitness Report is likely to provide
significantly better management information than the
present system. The problem, however, is much more
fundamental than one of Fitness Reports; it is the

problem of having supervisors fulfilling their responsi-
bilities on & continuing basis. Trylng to force a
solution to this problem through changes in the Fitness
Report form is attacking the symptom rather than the

basic cause.” |

"We have spent much time in recent months discussing

many aspects of Agency personnel management. Judging

by these discussions a key problem is how to keep

raising the caliber of the Agencyfs personnel assets.
Raising the caliber means weeding out those individuals
who are not performing at a proficient level or piacing
them in positions where they will perform proficiently.

I do not think that the format of the fitness reporﬁ is.
the correct focal point for an attack against this problem.
Indeed, I find no fault with the format itself...I find
that shortcomings in the fitness report system stem from
the process of rating rather then the format of the report.”
"Por my part I am against change simply because I believe
it is easier to read a file in which fitness reports over
the years follow the same format. I recognize the points

made by the DDP as having considerable validity; however,
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. DD/S 69-0570
| 07 FEB 1969

MEMORANDUM FOR: Director of Personnel

SUBJECT : Proposal for a Revised Fitness Reporting System

1. In reviewing the proposal of the Deputy Director for Plans to make
changes in the Agency Fitness Report (Form 45), I believe the proposal in essence
calls for:

a. A reduction in the number of rating categories from five
to three,

b. A narrative evaluation of each specific duty listed in
Section B of the present form.,

¢. A narrative evaluation of overall performance by the rater.

d. A narrative evaluation by the reviewing officer, and
increased supervision by the reviewing officer of rating officers
under his immediate supervision. )

e. Annual consultation with the employee.
2. I would like to comment on each of these points.

a. The fact that the lower two ("Adequate, " "Weak") of the
present five rating categories are not being used to the extent that
the DD/P apparently feels they should be will not rdecessarily be
corrected by reducing the categories to three == "Unsatisfactory, "
"Satisfactory" and "Outstanding." The same factors that now result
in supervisors rarely rating employees "Adequate" or "Weak" will
pertain to "Unsatisfactory." Supervisors lacking the ability to
distinguish between journeyman job performance and inadequate
performance, or lacking the intestinal fortitude to sit down and
tell an unsatisfactory employee the facts of his performance, will
not acquire the ability to properly rate employees merely by changing
the designation of rating categories. As a generalization supervisors
hope to have the respect and liking of their fellow workers and to
tell an employee that he doesn't measure up is found to be a very

distasteful experience,
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The cure for the above must rest in training of supervisors,
and command insistance and supervision to insure that fair ratings
are given all employees by rating officials. Improper ratings are
not only unfair to the unsatisfactory employee when his poor performance
is not pointed out, but the strong performer is similarly downgraded
by a supervisor who fails to distinguish adequately between strong and
satisfactory performance,

b, The present Fitness Report form allows adequate space for
comments on performance of duty, either specific duties or overall
performance, and requests such comments in Section C. If a particular
Component/Career Service should wish to have more specific comments,
we see no reason why a command directive for more specific comments
could not be fully satisfied on the present Fitness Report form.

¢, The DD/P is seeking a more positive rating of overall performance;
this objective is compatible with the present form. Again, a command
directive for comments on specific traits or potential can be considered
the prerogative of component chiefs or heads of Career Services. Most
of the changes suggested involve matters that are already covered by
many rating officers throughout the Agency when completing Section C
of the present form,

d. All of the points suggested by the DD/P with respect to the
evaluation by reviewing officials can be accommodated on the present
Fitness Report form or by command supervision; the real problem may
be as to how much personal knowledge the reviewing officer has of the
ratee, Certainly one of our areas of difficulty with all Fitness Report
forms that the Agency has used has been the failure of raters to adhere
to realistic standards so that ratings given by different rating officers
may be realistically compared. This brings up the old problem of
"rating the raters;" some supervisors are by nature "tougher" than
others. Command monitoring of Fitness Reports may yet be able to
correct the more obvious cases of abnormal rating standards.

e. The proposal for an annual consultation between supervisor
and employee is, in my opinion, a necessary and integral aspect of
supervision. While I believe that many supervisors do hold such
consultations at the time that the Fitness Report is shown to the employee,
I see no difficulty in adopting a more positive and definitive policy in

- this respect. I agree that the fact of such consultation should be recorded,

- 142 -
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3. Fitness Reports remain a source of continued complaint throughout
Government, and their proposed revisions provide steady employment for personnel
technicians and psychologists. The Agency has also shared in this revision
exercise. The present form has been in use for some nine years, and it has
taken us all of those nine years to indoctrinate personnel -~ those rated and the
raters - in its use. I do mot believe that the proposed revisions are such that
a new form, and several years of becoming used to it, are required. I would
suggest as an alternative the continued use of the present Fitness Report form,
with specific command guidance within each Career Service, if necessary, as to
special requirements which are to be fulfilled by rating and reviewing officials.
It goes without saying that improvement in rating objectivity and candor must be
continuing goals throughout the chain of command. Where agreement exists as to
specific instructions that should be altered or added, I would further recommend
that these changes be made in the "Directions for Completing Form 45, Fitness

Report. " '

25X1A

. L, bannerm
Deputy Director
for Support
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_ The DD/I Counter Proposal
- "It seems to me that the primary purpose of providing management infor-
;i mation often can be in conflict with the objective of informing the
- individual. Frequently, this conflict is resolved by the supervisor
;j writing e bland, uncritical Fitness Report. Most of us who review
personnel folders have learned to recognize this and form judgments
- about performance not so much from what is stabted explicitly but more
from what is implied by contrived language or from what is omitted from
the Report. These considerations lead me to the conclusion that the
basic problem with the current Fitmess Report System will not be remedied
| by the DD/P proposal. What is needed is some means of providing management
- with the 'realistic,' 'meaningful,' 'thoughtful, unbiased assessment' called
; for in the Fitness Report Guide. I do not believe we can rely on super-
= vigsors to provide such an evaluation if it must be éhown to the employee.
i; This leads to the suggestion that we should have two separate but con-
sistent reports on each individual. The report shown to the employee
- would emphasize aspects directly related to performance in his current
A % position; the other for management would cover the broader range of fopics
- listed in the Guide~-=-'his strengths and weaknesses, his training and |
iJ development needs, his imagination and creative abilities, his supervisory
skills, his writing and language facilities, his intellectual and social
- talents, and...other qualities, traits, and personal circumstances we
3 need for proper menagement of his career.' As a result of this review,
- I recommend that we consider the following course of action:
-

- 14k -
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a. The Office of Personnel draft a two-part 'Fitness' Report
and associlated guidance for our consideration.

b. BRither the Inspector General or the 0ffices of Personnel and
Training study the problem of first-and second-line supervision, report
to us on the major deficiencies in the supervisor-subordinate relation-
ship, and recommend actions and training necessary to remedy these
deficiencies.

¢. 1In the interim, the present Fitness Report System not be
changed in any fundamental way except strengthen the role of the
reviewing official. Executive action should be taken at'all levels

to foster greater adherence to the philosophy and directions expressed

in tac I 25X1A
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¥ . ' DROFESSIONAL MANPOWER COMMITTEE
N |
- 4
S RATINGS OF OVER-ALL PERFORMANCE OF JUNTOR PROFESSTONAL OFFICERS
S g ' WHO ENTERED ON DUTY AT GRADES GS-O7 THROUGH 12
.-.‘. !
; DURING FISCAL YEARS 1963-1967
- ' (Based on Evaluations Made by Tmmediate Supervisors) 5
; . - |
- DDI DDP DDS ~ DDS&T - , L
Number of Junior Officers Rated e 25X9
- o
o A. OUTSTANDING 3.4 L0154 5.8% Il , E
s 5 B. Between OUISTANDING snd o
- STRONG ' 15.04  10.3% - 13.7%  17.2% |
A C. STRONG 3484 33.0% k235 35.5% ‘
e 'D. Between STRONG and !
SR : - ' PROFICIENT 26.2%  29.3% 22.7% 27.6%
_fi E. PROFICIENT ©16.6%  20.6% 1% 1h.3%
: F. ADEQUATE : 3.7%  5.04 0.7  1.0% !
B ' ‘ |
- G. WEAK . 0.2% 0.022%, 0.3% 0.0 ;
B . . .
SHE 100.0%  98.3%* 99.9%% 100.0% 1 1
AT ' % ghortfall due to Rounding of Flgures. ! |
o |
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‘: |
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! EMPLOYEE SERIAL NUMBER
- TSL_TIONA GENERAL | |
I 1. NaME (Last) (First) (Middle) 2. DATE OF BIRTH [3.SEX 4. GRADE [5.5D
, 6. OFFICIAL POSITION TITLE 7. OFF/DIV/BR OF ASSIGNMENT [6. CURRENT STATION
| .
| " %9, CHECK {X) TYPE OF APPOINTMENT 10. CHECK (X} TYPE OF REPORT
| i ‘¢ AREER ] IREEIERVE 1 ] TEMPORARY INITIAL REASSIGNMENT SUPERVISOR
w CAREER-PROVISIONAL (See instructions = Section C) ANNUAL REASSIGNMENT EMPLOYEE
| v SPECIAL (Specify): ) SPECIAL (Specify):
i 11. DATE REPORT DUE IN O.P. 12. REPORTING PERIOD (From= to-)
ISECTION B PERFORMANCE EYALUATION
S W Weak Performance ranges from wholly Inadequate to slightly lass than satisfactory. A rating in this category requires

probation, to reassignment or to separation. Describe action taken or proposed in Section C.

‘ - excellence.
| P - Proficient Performance is more than satisfactory. Desired results are being produced in a proficient manner.

$ - Strong Performance is characterized by exceptional proficiency.

—4..

others doing similar work as to warrant special recognition.

positive remedial action. The nature of the action could range from counseling, to further training, to placing on

A - Adequate Performance meets all requirements. It is ontirely satisfactory and is characterized neither by deficiency nor

/

O - Qutstanding Performance is so exceptional In relation to requirements of the work and in comparison to the performance of

SPECIFIC DUTIES

IList up to six of the most important specific duties performed during the rating period. Insert rating letter which best describes the
Tmanner in which employee performs EACH specific duty. Consider ONLY effectiveness in performance of that duty. All employees

__with supervisory responsibilities MUST be rated on their ability fo supervise (indicate number of employses supervised).

SPECIFIC DUTY NO. |

} i

fsPECIFIC DUTY NO. 2

‘SPECIFIC DUTY NO. 3

RATING
LETTER

SPECIFIC DUTY NO. 4

—i

TSPECIFIC DUTY NO. 3

RATING
LETTER

T%PECIFIC DUTY NO. 6

T
|‘ OVERALL PERFORMANCE IN CURRENT POSITION

Take into account averything about the employse which influences his effectiveness in his current position sych as per-
formance of specific duties, productivity, conduct on J’ob, cooperativeness, pertinent porsonal traits or habits, and

Tr cular limitations or talents. Based on your knowledge of employee's overall performance during the rating period,

i p. & the letter in the rating box corresponding to the statement which most accurately reflocts his level of performance.
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- DIRECTIONS FOR COMPLETING FORM 45, FITNESS REPORT
- - GENERAL
1. POLICY : 3. INITIAL REPORT
o It is Organization policy to inform employees of the effective- A Fitnass Report will be prepared for each employeo as of
- ness of their work performance, Organization policy also re-  nine months after his entrance on duty with the Organization.
quires that supervisors record ot least once each year their  An Initlal report neod not be made when a Fitness Report has
opinions and evaluations of the work performance of em-  glready been made for some other purpose within 90 days
; ployees under their jurisdiction, ~ Evaluations will also be  prior 1o the due date of the Initial report. The initial report
o -+ made whenever it is necessary of desirable to provide Organl- | o¢ oanticular Importance In providing a record of the su-
¢ zation management with information which may be perti- sor” luati ¢ th I befors th 1
; at to future personnel actions affecting these individuals. Eerv 0 slevuduz'lon °1 e en;’p o?'talo c,oéa e emp ?yeu
- 25X1A outlines policies concerning the require- as complete f's hé"} ve-mont c;rm period, dAn ;:Imu i;e;-
H ments for submitting initial, annval, reassignment and special ~ port may be deferred for a'perio not fo excee 30 ays be-
reports, showing the report to the employee and appeals yond the due dote to provide the supervisor with additional
¢ time to evaluate an employee who has been under his jurisdic-

procedure, The Fitness Report, Form 45, is vsed to record
evaluations. However, an evaluation in memorandum form

. may be substituted for Form 45 for employees In Grades
i ‘ GS-14 and above. 4. ANNUAL REPORT

=
2. SUBMISSION A Fitness Report will be prepared annually for each employeo,
except when a Fitness Report has been made for some other

: The Fitness Report will be submitted in duplicate to the Head c
T of the Career Service concerned. The Head of the Careor  PUFPOsS within 90 days prior to the duo date of the annual
e " . .. Service will retain one copy and will forward the original  report. An annval report may be deferred until the employee
: to the Office of Personnel. has been under the urisdiction of the supervisor for 90 days.

tion for less than 90 days.

~ o ‘ SCHEDULE FOR SUBMISSION OF ANNUAL REPORTS
i S : DUE IN OFFICE OF PERSONNEL

o GRADES FOR PERIOD ENDING .. .. FROM HMEADQUARTERS FROM FIELD

‘ ‘-‘ ‘ ;: - GS-1 through GS-5 | 31 Moarch , ) T 30 Aprllb 31 Moy

= | GsbtwoughOs8 - 30 Jum S ay 31 Avgust

i GS—9 through GS-11 ‘ 30 September : . 31 October 30 November
- G5-12 and G5-13 . 31 December '-;'Ai'." © 31 Janvary 28 February

o , GS-14 and above - a1 March = . 30 April - 31 Moy
- © - 5, REASSIGNMENT REPORT ‘ ) vlsaf. When the supervisor s reassigned and has numerous

Supervisors will prepare o Fitness Report when the supervisor  reassignment reports to propare he needs to complete only
is changed by the reassignment of the employee or the super-  Section B of the report,
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P )

* "Approved For\ReIease 2000/06/01 :

CIA-RDP90-00708R000200100001-6

DIRECTIONS FOR COMPLETING FORM 45, FITNESS REPORT

SECTION A — GENERAL

The items of this section should be completed by the appro-
priate administrative or personnel officer, Special instructions
for completing or omitting items of this part of the report
should be carefully observed on Field Transmittal — Fitness
Report, Form 45a.

SECTION B — EVALUATION OF PERFORMANCE OF SPECIFIC
DUTIES AND OF OVERALL PERFORMANCE

Rating Scale

The rating scale as set forth in this section in Form 45, Fitness
Report, is to be used to reflect evaluation of Specific Duties
and of Overall Performance. In making your selection of the
adjective evaluation for Section B and in completion of the
narrative in Section C the following factors should be con-
sidered as appropriate:

Cost Consciousness Mobility
Socurity Consciousness Initiative
Ability to Think Clearly Versatility
Supervisory Effectiveness Productivity

Decisiveness
Resourcefulness
Cooperativeness
Records Discipline

Acceptance of Responsibility
Foreign Language Competence
Effectiveness of Oral Expression
Effectiveness of Written Expression

Rating of Performance of Specific Duties

In this section the supervisor will list in order of Importance
the most significant duties the employee has performed dur-
ing the rating period. Each duty shall be described in suf-
ficient detail to provide information which may be useful later
in considering individuals for other assignments. Your evalva-

tion should be recorded by entering the appropriate letter in

the box provided for your evaluation of each duty.

Rating of Overall Performance in Current Position

In making this rating the supervisor should take into account
the employee’s conduct on the job as well as his performance
on all specific duties, Each supervisor will weigh these factors
in his own mind so as to arrive at a rating which will reflect
an employee’s overall value on the job.

SECTION C — NARRATIVE COMMENTS

In this section the supervisor describes the employee’s demon-
strated abilities or deficiences in the performance of his pres-
ent job. This may include comments regarding a specific duty
by direct reference to that duty. Any relatively high or low

ratings In Sectlon B should be explained or amplified by sup-
porting statements. In addition, the supervisor may com-
ment here on any extenuating circumstances which affect the
productivity and effectiveness of the employee. Comment
should be made on the relative performance of the person
being rated with other people known to the rater doing com-
parable work. In commenting on the manner of performance
of managerlal or supervisory responsibilities, abilities and skills
in such as the following should be considered:

Delegation of responsibility :
Establishment and maintenance of clear lines of authority
Use of personnel, space, equipment, funds, etc.

Formulation and coordination of programs

Developing teamwork

In completing the ratings on Career-Provisional employees
comment should be made on the intent, capability and desire
of the individual to fulfill the service obligations of the Career
Service to which he is assigned.

SECTION D — CERTIFICATION AND COMMENTS

The person being rated may attach to his fitness report a
memorandum concerning any part of the report. The mem-
orandum will be attached to the original for inclusion in the
Official Personnel Folder.

Reviewlng officlals ‘are responsible for assuring that all re-
ports made by rating officials under their jurisdiction are con-
sistent and reflect uniform standards of reporting. Through
the counseling and supervision of rating officials, reviewing
officials can ploy a major role in improving the operation of
the Fitness Report program.

In addition, reviewing officials should as @ matter of practice
submit a brief narrative evaluation of the performance and
potential of the individual being rated, noting the degree to
which he is persenally familiar with the individual &nd his
work, Even though the reviewing official may not be able to
evaluate the individual from firsthand experience with him, it
is likely that the reviewing official may be able to contribute
useful information concerning future utilization or training of
the individual based on the review of his record of perform-
ance and assignments.

It the reviewing officlal is in substantial disagreement with the
rating official he should state whether or not he has discussed
the evaluation with the rating official ond the employce.

When o person departs an overseas station without having
been shown his Fitness Report, it is incumbent upon the Career
Service 1o have the report shown to the individual,

- 150 -
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- Appendix H
o 25X1A _ )
Changes in Fitness Reporting System, December 1959
T e
-

25X1A rev., 30 October 1969
- rev., 30 October 1969
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This Notice Expires 1 December 1970

PERSONNEL
3 December 1969

CHANGES IN FITNESS REPORTING SYSTEM

1. The Deputy Directors have jointly determined to make certain
changes in our fitness reporting system. These changes, described
below, are designed to clarify the meaning of the ratings and to
strengthen the role of the reviewing official in the evaluation
process. '

a. The rating scale is relabeled and redefined as follows:,

u- Unsatlsfactory Performance is unacceptable A rating
in this category requires immediate and
positive remedial action. The nature of
the action could range from counseling
to further training, to placing on
probation, to reassignment, or to
separation. Action taken or proposed is

- to be described in Section C of Form 45.

M - Marginal ' Performance is deficient in some aspects.
The reasons for assigning this rating
should be stated in Section C and
remedial actions taken or recommended
should be described.

P - Proficient - Performance is satisfactory. Desired
results are being produced in the
manner expected.

8§ -~ Strong Performance is characterized by
exceptional proficiency.

0 - Outstanding Performance is so exceptional in
relation to requirements of the work
and in comparison to the performance
of others doing similar work as to
warrant special recognition.

b. Directions for Completing Form 45, Fitness Report, are
revised.” In addition to requiring closer communication between

- 152 -
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I PERSONNEL
3 December 69

rater and individual in cases where poor performance or
. weaknesses are being described, the revised instructions call
- for reviewing officials to provide positive comment on the
performance and potential of the individual and, where appropriate,
} to comment on the liberality or strictness of the rater. Follow-
- ‘ up action on the marginal and unsatisfactory ratings is made a
reviewing official's responsibility.

-J 2. Headquarters and Field Regulations on fitness reportiﬁb have
been modified to permit the use of evaluations in memorandum form

7 for employees in grades GS-14 and above only when it is clearly

P "established that such a substitute is appropriate and not merely a
- means of avoiding the specifics required by the form.
o 3. Changes are effective immediately.
- : : : ,

FOR THE DIRECTOR OF CENTRAL INTELLIGENCE:

d'j

_ | o " R. L. BANNERMAN
o : T - Deputy Director
for Support

" DISTRIBUTION: ALL EMPLOYEES

- \ R -= 153 -
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DIRECTIONS FOR COMPLETING FORM 45, FITNESS REPORT

GENERAL

1. POLICY

It is Organization policy to inform employees of the effective-
ness of their work performance. Organization policy also re-
quires that supervisors record at least once each year their

| opinions and evaluations of the work performance of em-

ployees under their jurisdiction. Evaluations will also be
made whenever it is necessary or desirable to provide Organi-
zation management with information which may be perti-

25X1A nent to future personnel actions affecting these individuals.

outlines policies concerning the require-
ments for submitting initial, annual, reassignment and special
reports, showing the report to the employee and appeals

. procedure. The Fitness Report, Form 45, is used to record

evaluations. However, an evaluation in memorandum form
may be substituted for Form 45 for employees in Grade
GS—14 and above. Care must be taken to insure that the
memorandum observes the basic purposes of a Fitness Report.
1t must contain the identifying information required in Section
A of Form 45, a general description of the duties performed,
and ONE rating, from among those defined in Section B of
Form 45, to describe the employee’s overall performance in
his current position.- It must also bear the signature of the
supervisor and the reviewing official and must either be signed
by the employee or contain an explanation for the absence of
his signature,

2. SUBMISSION

The Fitness Report will be submitted in duplicate to the Head
of the Career Service concerned. The Head of the Career
Service will retain one copy and will forward the original
to the Office of Personnel.

3. INITIAL REPORT

A Fitness Report will be prepared for each employee as of
nine months after his entrance on duty with the Organization.
An initial report need not be made when o Fitness Report has
qlreudy been made for some other purpose within 90 days
prlor to the due date of the initial report. The initial report
is of parhculur importance in providing a record of the su-
pervisor's evaluation of the employese before the employee
has completed his twelve-month trial period. An initial re-
port may be deferred for a period not to exceed 30 days be-
yond the due date to provide the supervisor with additional
time to evaluate an employee who has been under his jurisdic-
tion for less than 90 days.

4. ANNUAL REPORT

A Fitness Report will be prepared annually for each employee,
except when a Fitness Report has been made for some other
purpose within 90 days prior to the due date of the annual
report. An annval report may be deferred until the employee
has been under the jurisdiction of the supervisor for 90 days.

SCHEDULE FOR SUBMISSION OF ANNUAL REPORTS

GRADES FOR PERIOD ENDING
| GS-1 through GS—5 31 March
GS—6 through GS-8 30 June

GS-9 through GS-11 30 September
31 December

31 March

G5-12 and G513
GS5-~14 and above

; 5. REASSIGNMENT REPORT

: form

Supervisors will prepare a Fitness Report when the supervisor
is changed by the reassignment of the employee or the super-

Obsolete Previous

ppré&VEe For Release 2000/06/01
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DUE IN OFFICE OF PERSONNEL

FROM HEADQUARTERS . FROM FIELD
30 April 31 May
31 July .31 August
31 October 30 November
31 January 28 February
30 April 31 May

visor. When the supervisor is reassigned and has numerous:
reassignment reports to prepare he needs to complete only
Sections B and D of the report.

(4-21)
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EMPLOYEE SERIAL NUMBER

FITNESS REPORT

ISECTION A

GENERAL

1e NAME (Last)

(First) (Middle) 2. DATE OF BIRTH |3. SEX 4. GRADE 3. sD

6. OFFICIAL POSITION TITLE

7. OFF/DIV/BR OF ASSIGNMENT {8, CURRENT STATICON

9. CHECK (X) TYPE OF APPOINTMENT 10. CHECK (X) TYPE OF REPORT
CAREER [ !RE:SERVE ] l TEMPORARY INITIAL REASSIGNMENT SUPERVISOR
CAREER-PROVISIONAL (See instructions « Section C) ANNUAL REASSIGNMENT EMPLOYEE
sPECIAL (Specify): SPEGIAL (Specify):

1. DATE REPORT DUE IN G.P.

12. REPORTING PERIOD (From=~ to-)

SECTION B PERFORMANCE EVALUATION
U-Unsatisfactory  Performance is unacceptable. A rating in this category requires immediate and positive remedial actian. The nature of the action
H could range from counseling, to further training, to placing on probation, to reassignment or to separation, Describe action taken

or proposed in Section C.

M-Marginal Performance is deficient in some aspects. The reasons for assigning this rating should be stated in Section C and remedial actions
taken or recommended should be described.

P=Proficient Performance is satisfactory. Desired results are being produced in the manner expected,

S-Strong Performance is characterized by exceptional proficiency.

O-Outstanding Performance is so exceptional in relation fo requirements of the work and in comparison to the performance of others doing similar

work as to warrant special recognition,

|

SPECIFIC DUTIES

List up to six of the most important specific duties performed during the rating period. Insert rating letter which best describes the
manner in which employee performs EACH specific duty, Consider ONLY effectiveness in performance of that duty. All employees
with supervisory responsibilities MUST be roted on their ability to supervise (indicate number of employees supervised).

RATING

15PECIF!C DUTY NO. | LETTER

SPECIFIC DUTY NO. 2 RATING

o LETTER

SPECIFIC DUTY NO. 3 RATING

LETTER

: RATING

| SPECIFIC DUTY NO, 4 RATING
-

RATING
| SPECIFIC DUTY NO. 3 RATVES
-rspscuﬂc DUTY NO. 6 RATING

LETTER
-

OVERALL PERFORMANCE IN CURRENT POSITION
RATING
Take into account everything about the employee which influences his effectiveness in his current position such as per- LETTER
wal formance of specific dutiss, productivity, conduct on Job, cooperativenass, pertinent personal traits or habits, and
= oarticular limitations or talents. Based on your knowledge of employee's overall performance during the rating period,
place the letter in the rating box corresponding to the statement which most accurately reflects his level of performance.
Approved For Release 2000/06/01 :XCIA-RDP90-0\ 200100001-
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Appendix T

Memorandum for Director of Persomnel, 19 April 1968
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19 APR 1968

MEMORAWNDUM FOR: Director of Personnel

SUBJECT ¢ Infletion of Fitness Report Ratings and Advisability
of Fitness Report Training Course

1. In thinking about the subject for several weeks, it has become
apparent that regardless of intention, our Fitness Report system seeks
to obtain an eppraisal of the employee both individually and as a member
of a group having comparable grade status and experience. This Tesult
comes about in the following manner.

a&. In rating on specific duties, the supervisor can and does
consider the individual separately in relation to a varying number
of tasks against a norm In which productivity is the main determi-
nant of the rating. This multi-factor analysis can be quite objec=
tive. It is performance oriented and clear-cut, and can be the
occasion of a constructive exchange between supervisor and individual.

b. In rating on Overall performance, the supervisor is
practically forced to consider the individual in relation Lo others.
Comparability creeps into the reasoning process as an inevitable
consequence of the subjective, encompassing nature of this rating.
For one thing, it is the rating which employees compare among
themselves and thus can become a source of friction in the component.
It is also the rating with which the reviewing official often dis-
egrees, mainly because the latter is seeing the employee in a
broader frame of reference. Subject to this kind of tugging and
hauling, and probably figuring that this part of the rating is
counter-productive anyway, the line supervisor reaches & practical
solution as shown by the Tab A, Distribution of Ratings.

¢. Regardless of the labels which management has chosen to
attach to them, in practice our rating scale on overall performance
means that Outstanding is one out of seven, Strong means equal o
the majority, Proficient means below the majority, Adequate means
unsatisfactory and Weak is non-existent. To add to the confusion,
each higher level sees the individual in successively broader groups
culminating in the ranking process at the Carecer Panels or Board
level which is essentially comparing potential. However, the Fitness
Report is still carrying the adjective rating of overall performance
assigned by the first line supervisor from his limited perspective
under the pressure of the daily working relationship and under the
necessity of "getting out the work."

- 159 -
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2. It is small wonder that top management, which is "potential"
oriented and "problem case" oriented becomes very upset with Fitness
Reports when they want to take broad management actions like eliminating
mediocrity and find that in essence most everybody is superior (average).
The problem of reconciling the Fitness Reports from the standpoint of
the first line supervisor level with the Fitness Report as documentation
for broad management actions of an adverse nature is e hopeless one. The
chances are that the greater the pressure to reconcile these two uses the
less likely it will be that the Report serve either purpose.

3. It is doubtfull that any training course will correct these
environmental diffieulties, particularly one which is premised on the
simplistic assumption that if only our supervisors had more backbone
our troubles would be over. A carefully handled training course might
surface the problem but even this would be without significance unless
the surfacing took place in a group consisting of the various management
levels. A session worked into the management courses as part of the
total management problem might be productive providing management is
prepared to make some adjustments in their thinking. The position of
the line supervisor is a particularly difficult one in the Agency since
he has little authority insofar as hiring, firing and promoting is
concerned, but nonetheless he i1s held responsible for the employee's
work performance, for his 24=hour conduct, for his development on the
Job and for his failures. \

4. Perhaps a frank acknowledgement of the comparable nature of
the overall rating might tidy up the situation. Tab B is & suggestion
which openly acknowledges comparebility and prowvides a clue to the
rater's frame of reference. Some redesign of the present form would.
be required, at which time it is suggested that the overall rating
section be moved up one level to become the responsibility of the
reviewing official. If this suggestion were to be adopted, it is
recommended that the overell rating no longer be shown the individusal -
Just-as his ranking is not made known to him. BSuch a policy would
remove the line supervisor from the untenable position he is now in
and place the responsibility with the authority.

25X1A

Chief, Plans Division
Office of Personnel

Att
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Rating Distribution by Career Service

Outstanding Strong ©Proficient Adequate Weak

aéxg DCI Group
23.449 48.29 ek, 3% 3.6% 5%

E§5X9 DDP Grou
| ﬁ 7.29, 66.6% 2h. 7%, 1.9 0.1%

-
2_5X9 DDS Grou

7.0% 63.5%  27.8% L1664 0.1

25X9 _DDI Grou | | | |
= 6.7 64.05  27.8% 144 0.14

55%g DDS&T Grou , o
X 9.3 604 . 28.7% 166 0.0%
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FITRESS REPORT

Y TAB B
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(When Filled In)
EMPLOYEE SERIAL NUMIER ‘

i
i
H
%

GENERAL

1. NAME (Last) (First) (Middlo) - 2. DATE OF BIRTH |3. SEX 4. GRADE s, sD

T OF 1 7. OFF/DIV/BR OF ASSIGNMENT 3. CURRENT STATION

10. CHECK (X) TYPE OF REPORT

|
i
%

For this wreport period designate how many employees of this grade you nave
rated . If more than one, indicate number in each category. ~

\Qﬁ‘t\standing Strong | Proficient Adequate Weak

Approved For Release 2000/06/01 : C|A-RDP90-007‘08R0002Q010000|1 -6
. ; e 162 - . . .

1 5. CHECK (X) TYPE OF APPOINTMENT
? ;CAR-_ZL'R J] ]RESERVE l lTEMF‘ORARY INITIAL REASSIGINMENT SUPERVISOR
1 i cARZER-PROVISIONAL (Sce ingtructions = Section C) ANNUAL REASSIGNMENT EMPLOYEE
{_ [SEECIAL (Specily): spECIAL (Specily):
gn. GATE REPORT DUE IN O.P, 12, REPORTING PERIOD (From= to-)
H
{
IECTION B PERFORMANCE EVALUATION
Vi - Weak Performance renges from wholly Inadequate to slightly less than satisfactory. A rating in this catagery requires
positive remedial ection. The nature of the actlon could range from counseling, to furthor training, to placing on
probation, to roassignmont or to soparation, Doscribo action taken or proposcd in Soction C.
A - Adaquato Porformancd maots all requiromonts. it is ontiroly satisfactory and Is charactarizod noithor by deficioncy nor
excellenco. . .
<P « Proficiont Porformance is more than satisfactory. Desired rosults are being produced in a proficient mananor. ;
$ « Strong Performanco is charactorized by excoptional proficiency. ;
O - Outstonding Performanco is so exceptional in rolation to requiremonts of the work and in comparison to tho performence of 1
othars doing similar work as to warrant spocial recognition. {
: ! SPECIFIC DUTIES i
{ ‘
List up to six of the most important spacific dutics porformad during tho rating period. lnsert rating lottor which bost descricas the i
imeanar in which omployes porforms EACH spoclfic dutys Consider ONLY offoctiveness in performanco of that duty. All ompioyees
with supervisory rosponsibilitios MUST be rated on thoir ability to supervise (indicato numbor of employoes euporvisoed)
SPECIFIC DUTY NO. | [ RATING
| LETTER
i
;
SPECIFIC DUTY NO, 2 E I RATING
{ LETTER
e |
4 )
| Vs i
SPECIFIC DUTY NO. 3 / ITRATING |
{ LETTER |
: }
i
i
!
SPECIFIC DUTY NO. 4 ° RATING |
vV LEYTER
|
!
i
APECIFIC DUTY NO. 8 : Rf\T_l_.‘:"G
o P LETT ER
‘ {
g . i o
i OVERALL PIaFORMANCE IN CURRENT POSITION i
-r . ...(‘.‘
“ruka into occount evarything about tho omployoa which influencos his offoctivoncss in his current position such az pore | {
Aarmanco of specific dutios, productivity, conduct on Job, cooperativenoss, pertinent parsonal traits or habits, anrd |
particulor fimitations of 1olonts. Basod on your knowledge of omployoa's overall performance during tho roring peried,! ;
place tho lotter in the rating box corresponding to the statoment which most accurately reflocts his lovel of performanco. -
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Memorandum for All OCI Employees, 12 January 1970
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A CONFIDENTIAL
-/, 4 ’ T :
N 12 Janvary 1970
i L]

[ )

i MEMORANDUM FOR: All OCI Fmployees
. . : SUBJECT : Changes in FitnessgReporting System
-

28X1A 1. cza I . 5 Doconber 1969, announced
3 : : certain changes in the adjectival ratings and in the evaluating process
S of the fitness reporting system. In the adjectival rating scale, the

former weak and adequate have been replaced with unsatisfactory and

marginal, with proficient, strong, and outstanding remaining as before.
- The Personnel Notice provides new definitions for the five rating
adjectives. In the past there has been a tendency to inflate per-

, ., formance ratings and thus reduce their usefulness. I think this is
. & propitious time to introduce more reslism into the rating process.
A To make sure that everyone in OCI understands, I shall explain in
= - - the following paragraphs how these ratings will be interpreted
~ henceforth by the OCI Career Service Board.

- N 2. There are two quite fundamental considerations governing
performance evaluations which need to be restated. First in.rating
; ~ & person's performance of specific duties which he is assigned, the
‘.65 _ duties should be thought of as primary, secondary, tertiary, etc.
- In arriving at the overall rating, the supervisor should take account .
of this ranking and give greater weight to the more important duties
than to the less important. Second, there is sometimes & tendency

. to overrate a person as he rises in grade. This tendency can be e
. avoided by considering each person in terms of.his grade, length of
i : service in the job, and potential.
-

_ 3. 1In stating how the OCI Career Service Board interprets the
filve adjectival ratings in the new terminology, I prefer to begin

-~ with the medlan rating--Proficient. I do this because, I regard

Co that rating as a sort of bench mark against which the other ratings

are calibrated and because I look on it as the required rating for

~ acceptability in OCI. A Proficient employee is one who makes a
contribution to the OCI effort--whose performance is satisfactory.
But I think that there are degrees of proficiency which should be

ApprovedFan Reteasen2000/66401 1£1ARBE29:90 00:200400001-G
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‘- only acceptably proficient; i.e., not poor enough to warrant the next
é lower rating but not good enough to be exclting. A higher degree
L of proficiency could be called commendable proficiency--a performance
ﬁ%ié which is dependable and which is recognized as a distinct contribution
3 ; to the Office's effort. To carn this, none of the employee's specific
%f duties would be rated below proficient and perhaps one would be rated
Lo \ strong. The highest "P" rating could be called high proficiency,
§" which denotes a gratifying performance including the application of
P considerable imagination and initiative to the Jjob. An employee in
! =2 this category might well be expected to move up on’ the rating scale

. soon. N
by

: b, Because I regard a "P" rating recally as three ratings, I

i would expect the majority of OCT personnel, professional and clerical
alike, to fall into this category. 1In using the narrative comments

; to make the distinction by degree,d#the supervisor can indicate to

:3§§ ' the employee and the Career Servicg Board whether the performance is

| improving, deteriorating or stagnating. The Board considers that the
acceptable level for career development actions, including promotions,
lies within the "P" rating.

: 0. Because the majority of people will be rated "P" under the
i .~ new system, & substantial number--perhaps half or more--of those
(- rated Strong under the old system will drop to "P" even though their
i *Job performance remains unchanged. To make certain that this is’
i clearly understood, the narrative comments will explain that the

P drop results from the new rating system and a new OCI rating policy.
A stamped imprint will be placed on the Fitness Report to indicate
that the rating was made under s new OCI policy. In addition, a

copy of this memorandum will be placed in every employee's personnel
folder. . ' ' :

H

|

i 6. A Strong rating--above Proficient-- is awarded for the level

i of performance sought, but not too orften reached, from experienced -

,} ' personnel in all grades. A person earning this rating should stand
o out clearly among his colleagues as one with exceptional qualities
' e o - of substantive grasp, initiative, flexibility, dependability, and

% ‘ : leadership or leadership potential. Supervisors and the Career

oo Service Board should have no hesitation in having a Strong-rated :
'3;; employee represent OCT anywhere, commensurabe with his grade and .
P mission. Although OCI has a good many well qualified people, because
of this new rating system, I should think that probably no more than
about 25 percent of .0CI's employees would qualify for an "S" rating.

Occasionally & person may be awarded an "S" rating for exceptional
! performance in a single duty, such as service in a crisis task force
il or preparation of an NIS section.
| : :
A T+ The topmost fitness rating-~Outstanding~-is to be reserved
- for a very few people. It will be given to employees whose performance
- : |

’
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CONFIDENTTAL

in their jobs is without question superior in all respects in Lhe
view of their supcrvisors and reviewing officials. When an OCI

employee 1s deemed deserving of an overall "O" rating lor the first
time, he will recelve appropriate rccognition by the Carcer Service

Board.

8. Below the Proficient rating is the Marginal catepory.
Because OCI attempts to recruit personnel. with good promice and
succeeds for the most part, I expect that not very wany will be
rated as Marginal. For those few vwho are, the rating will be
interpreted as indicating a fallure by Lhﬂ employee to meacure up
to OCI's minimum performance standards. It will clgnifly that Lthe
person has deficiencies of such nature that energetic remecdial
action should be undertaken at onde. The deficiencies and the
recommended corrective actions will be specified in the narrative
section of the Fitness Report. The employee will also be given a
separate memorandum spelling out in greater detail the faults in
his performance and the proposed remedies. This memorsndum, pre-
pared by the supervisor in consultation with his superiors, will

stipulate a time limit for overcoming the deficiencies, at the end
of which the supervisor will prepare either a special fitness report
,which will rate the employec as Proficilent or a memorandum wurning

+ + "him that if he does not succeed in 90 dsys an Unsatisfactory fitness

report will be filed.

9. I believe that an Uantlafacbory fitness report rating of
an individual in OCI should call for mandatory. separation from the
Office, if not for a recommendation that he be separated from the -

- Agency. If Marginal rating cases are handled by the procedures

described in the preceding paragraph, the individual will have been

given a falr opportunity to prove himself worthy of retention in

the Office. If he fails to make the grade, the "U" fitness report-
will serve to warn him that steps are being taken to terminate his
- OCI employment. There will, I am sure, be few if any of these coser

25X1A

E. DREXEL GODFREY} JR.
Director of Current Intelligcnce
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Source References
- 25X1A
1. Reguwlation|jjjjij 2t ser 5L,
i 2. C(Career Service Board, File OP, 20th Meeting, U Feb 54. (The
25X1A
- 3. Career Service Board, File OP, 31lst Meeting, 13 May 5k,
| L, ZIbpid.
-
5. OP Career Council, File OP, Transcript, 1lth Meeting, 13 Jul 55.
6. OP Career Council, File OP, 13th Meeting, 15 Sep 55. Report of
- Fitness Report Task Force.
7. OP Career Council, File OP, 15th Meeting, 17 Nov 55. (The DCI
L question was asked of the Chief of the Management. Staff —
during the month of October 1955 and discussed at the 15th Meeting.
_i 8. Memorandum in OP Career Council File, 15th Meeting, .17 Nov 55.
25X1A
- 25X1A 9. OP Oral History Project, Tape 11, 2 Apr 71, Statement by
I
-

25X1A 10. OP Career Council File, Transcript, 47th Meeting, 23 Jan 58.

a1 Stavencns N 30 Oc GB.

12. OP Career Council File, Transcript, U7th Meeting, 23 Jan 58.

- _ 25X1A
13. statement by | GGG C/Control Division/0P to || G

25X1A -20 Oct 7L. (As a result of his review of the 701 Program,

- General Carter directed the Director of Personnel to institute a
strong control system on Fitness Reports. Those which were delinguent
three months were to be referred to the appropriate deputy, reports

5 delinquent six months or more were to be referred to General Carter.

- The machine records was dated Decenber 1962.

-
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1. statenent oG -6 ot 6.

15, TFitness Report File, Office of Persomnel, Background Report on
Agency Fitness Reporting for Director of Personnel from Chief, Plans
and Analysis Staff, December 1968,

16. OP Oral History Project, Tape 13, Statement‘by Gordon M. Stewart,
11 May 71.

17. Statement made by DCI to IG, Lyman B. Kirkpatrick, as reported by
him in Career Council Meeting, 25 May 61.

18. Memo, DDS to D/Pers, 20 Jun 68, sub: Proposed Revised Fitness
Report System.

19, Memo for the Record, D/Pers Staff Meeting Jul 68, sub: Change to
Fitness Report Instructions, OP Fitness Report File.

20, Memo for the Record, Deputies Meeting with the Executive Director-
Comptroller, 17 Feb 69, OP Fitness Report File.

2l. Memo for DDS from.D/TR, 30 Oct 69, sub: Fitness Report Change.

22. Memo for D/Pers from DDP, 6 Mar 68, sub: Proposal for a Revised
Fitness Report System. ‘

23. Memo for the Record, Deputies Meeting with the Executive Director-
Comptroller, 11 Apr 69.

ol. Memo for D/Pers from IG, 6 Feb 69, sub: Personnel File.

25. Briefing Paper Prepared for D/Pers by the Plans and Analysis Staff
Prior to Deputies Meeting in Mar 69, OP Fitness Report File.

26. TIbid.
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General

25X1A
pPersonal Interviews by CT | NIGz<GEEE (thc original 'drafter' of
this study) with:

25X1A
Chief, Placement Division
30 October 1968.

25X1A
Chief, Control Division
25 October 1968,

I Chicf, Logistic Services
Division, 28 October 1968.

25X1A
Chief, Special Activities
Staff, 25 October 1968. '

25X1A
Analysis and Evaluation
Staff, 1 November 1968,
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